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FOREWORD

The Eightceenth Lake Okoboji Educational Mcdia LeadershiP Congarenct
adjourned on August 18, 1972. This report will provide a summ#'y of jmpo’™-
tant cvents during the five-day meeting,.

The theme for discussion in 1972 was ""Leadership DeveloPMent por the
Media Profession. " The keynoter was J. G. Hunt, AdministratiV® Scijence8:
University of Southern Illinois, Carbondale, Illinois. Delegates Camg from
thirty-scven states, Puerto Rico, Canada and Norway.

For the first time, the AECT Affiliate Relations Prosidentd Met witl-
the Okoboji Conference. This brought many of the Presidents of the State
Alfiliate groups to this meeting. It was thought that by invalving tie Agfiliat®
Presidents, they would start leadership groups in their state and Y®gional

associations,

it is not claimed that this conference on "'leadership' found all the
answers to this important phasc of education, but with such dedic@ted dele-
gates, it must have had an impact on the 72 delegates. The delefdtes goon
found that leadership docs not come wrapped in one box, bug is {0¥1d i), many
forms and sizes, and from many sources.

Onc of the exciting developments was the leadership shown by the
cierging young graduate students. One wrote after the conferenc® as gpjlows:
"When I look upon my life I can pick out those experiences which havq had th¢
most significant influence. Okclioji ~'as one of these experience$: At OkoboJ?
I made a commitment to myself 7 profession, and to what has been called
the ideals of Okoboji. Now I wil. to live up to that commitment: "

To better study different phascs of leadership, the delegateS diVided
into six groups to discuss the following topics.

1. AECT Goals and Program Development

2. Intecrelationship of Organizational Structures

3. Functional Leadership

4. Leadership at Local, State, and Regional Lovels

5. Sclected Competencies Which Should Be Demonstrated by the Educational Lcad"f
6. Recognizing, Nurturing and Rewarding Porentia!, Emerging Leadership as it Pert#!1S

to AECT

After providing a cool, damp summer for lowa, the weathet™Man turnr’f1
on the heat and humidity and hatched thousands of mosquitos for the Waek of
the Okoboji Conference. All delegates should have been awarded “ple
Hearts for wounds received in action. Also there was heatedg dis¢U8Sigy on
accepting final reports on the closing night. The meeting adjourﬂed at
12:20 a. m., showing that communications and technology people 27¢ degj-
cated to proving their convictions. They did not want their namec? N a gym-
mary that wa: Aot constructive and complete.

4



The delegates came prepared. Having done their homework, they were
ready to devote the time and energy to developing this report that may serve
othcrngroups as a start toward lcadership development. It was interesting to
watch the small discussion groups start their meetings, groping for a way to
attack the questions. Then they went to work. Their deliberations resulted
in a report that was acceptable to all the delegates.

I wish to extend congratulations to Charlie Roberts, Chairman, and the
members of the Planning Committce for an outstanding job; to Roy Moss and
Arthur Suchesk for serving as Co-Chairmen, and keeping the conference
moving; to all the delegates who received an attendance certificate, I say,

"Well done. "

I will close with a quote received from onc of the delegates. 'I had
heard of Okoboji for years and often wondered just what was the 'mystique’
of Okobgji that made everyone value it so highly. Now that I have attended
the conference I am not sure I still understand all that makes the conference

so valuable, but T do know that I consider last week one of the most profitable

expericences of my professional carcer. "

265 U Genear/

Cochran

Director Emeritus
Audiovisual Center
The University of Iowa

Chairman: Iowa Committee for
Okoboj’ Conference

vi
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I,

10.

13,

14.

15.

16.

18.

19.

PERSONS ATTENDING THE 18TH LAKE OKOBOJI
LEDUCATIONAL MEDIA LEADERSHIP CONFERENCE

August 13-18, 1972

Iowa Lakeside Laboratory, Lake Okobdji, Milford, Iowa

ALEXANDER, Larry
2734 Stagecoach Drive, Fayetteville, AR 7270t

BATES, Mis. C. B. Supemvisor, Elementary Library
North Bend School Distet. ¢ #13, North Bend, OR 97459

BATTRAM, John  Director, Instructional Media Services
Wisconsin State University, Whitewater, WI 53190

BENDER, Da..d Ray  Asst. Director for School Media Programs
Division L*brary Development & Services, Maryland Departinent
of Education, Box 8717, Friendship International Airport,
Baltimore, MD 21240

BILLINGS, I Jland Instructional Media Director
Amn Ay “ublic Schools, 2234 Delaware Drive, Ann Arbor,
MI 48103

BLAKE, Raymond J. Assistant Director, Audio-Visual Instruction
San Dicgo City Schools, 4100 Normal St., San Diego, CA 92103

BR \NUM, Paul  Director, Instructional Media Services
Augustana Colls ze, Sioux Falls, SD 57102

BRASELMAN, Herbert P,
Delaware County I U, - IMS, Box 392, Wayne, PA 19087

BRONG, Gerald Asst. Director of Audiovisual Center
Holland Library, Washington State University, Pullman,
WA $9163

BROWN, James W.  Department of Instructional Technology
California State University, San Jose, CA 95125

BULLARD, John R.  Asst. Professor & Consultant in Instructional
Technology, The University of Iowa, Iowa City, 1A 52240

CARLOCK, Philip D, Associate Dean of Instruction
Forest Park Community College, St. Louis, MO 63118

CLARK, Ann  Secretary to Director, Audiovisual Center
The University of Iowa, Iowa City, IA 52240

CLARK, Dale Media Director
Hastings High School, 1100 West 14th, Hastings, NB 68901

COCHRAN, Lee Chairman, Iowa Committee for Okoboji Conference
Director Emeritus, The University of lowa, lowa City, 1A 52240

COCHRAN, Lida  Asst. Professor & Consultant in Instructional
Technology, The University of lowa, lowa City, IA 52240

COLTHARP, Jerry  Audiovisual Consultant
Miami University, Oxford, OH 45056

COOQOPER, Jerry  Audiovisual Center
The University of Iowa, lowa City, IA 52240

COSTHLLO, James W. Assistant Professor
David Lipscomb College, Granny White Pike, Nashville, TN 37203
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CRANDALL, Mrs. Kay Ann
1700 Mayticeld, Joliet, 1L 60435 (formerly at Cedar Falls, 1A)

CUTTILL, Witliam ],
25 Hickory Drive, Bloomington, IN 7401

DANIELS, Wilma  Media Coordinator
Clark Elementary Scliool, 12028 156th Avenue S, E, Renton,
WA Y8055

DAVIES, Derwyn  Director, Educational Resource Centre
365 Jefferson Avenue, Winnipeg, Manitoba, CANADA

FISCHER, ROBERT, JR, Director, Media Service Cuenter
Greemwich Public Schools, P, O, Box 292, Greenwich, CT 06830

FOLLIS, Lee Administrator, Instructional Media

Orange Unified Schoel District, 370 N, Cluassell, Orange, CA 92666

FORBES, Loren Manager, Campus Service
The University of lowa, lowa City, 1A 52240

GILRERG, Sheldon  College of Education
The University of Towa, lowa City, IA 52240

GORDON, Johnny R,
§13 Geranium Stureet, Baton Rouge, LA 70802

HANDAL, Gunnar
Pedegogisk Forskningsinstitutt, Postboks 1092,
Blindern, Oslo, 3, NORWAY

HENRY, Theodore Admin, Asst. for Instructional Media
Utica School District, 13 Elizabeth Street, Utica, NY 13501

HILL, Harold Head, Radio=TV Arca, Dept. of Communication
University of Colorado, 3oulder, CO 80302

HITCHENS, Howard Executive Director
AECT, 120! Sixteenth Street, N, W, , Washington, D, C, 20036

HUNT, J. G. Administrative Sciences
University of Southern Illinois, Carbondale, IL 62901

Director, Instructional Services

IRVINE, Robert
1 Blvd., S.W.,

Highline School District, 15701 Am!'
Seattle, WA 8166

JARECKE, Robert F, Director, Center for Instructional Media

California State University, 6000 J Street, Sacramento, CA 95825

JENSEN, Harlan J.
Route 7, Bel Clure Acres, St. Cloud, MK 56301

JOHNSON, jenny Research and Instructor
University of Maryland, College Park, MD 20740
(Box 4, Garrett Pk., MD 20766)

JOHNSON, John
Edutek, Inc., Ninth and Avenue H, 1340 Lincoln Air
Park West, Lincoln, NB 68524

KEMP, Jerrold, Audio-Visual Services Center
San Jose State University, San jese, CA 95114

LAWSON, james R,
3426 Mt. Aachen Avenue, San Diego, CA 92111
{formerly with U, S, International University, San Diego)

LEEPER, Dennis P,
1350 20th St., Bldg. A, Apt. 36, Boulder, CO 50302

LITTLE, David Educational Resource Center
Box 42, Scrgeant Bluff, 1A 51054
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64,

LOUGHNANE, John AV Director
Barnstable Public Schools, Pinewod Rd,, Hyannis, MA 02601

McJULIEN, Wesley J,
Southern University, Box 9727, Baton Rouge, LA 70813
{formerly from University of Vermont)

MARTIN, Nina  Coordinator, Title I ESEA
Dept. of Fducation, State Office Bldg., Montgomery, AL 36104

MENA, Resita  Educational Technology Specialist
Departinent of Education, Box 104, Arccibo, PR 00612

MESEDAHL, Leroy AV Director, Dulnth Bourd of Educaticn
Barnes-Ames Building, 2 East 2nd St., Duluth, MN 55802

MILLER, John AV Director
Alhambra High School, 3539 W, Camelback Rd., Phocnix,
AZ §5019

MESS, Roy B, Audiovisual Center
Grambling College, Box 61, Grambling, LA 71245

NICHOLAS, Donald  Director, Educational Media Center
University of Texas at Austin, Wooldridge Hall, Austin,
TX 78712

OGLESBY, William  Director, Audiovisual Ceuter
The University of fowa, lowa City, TA 52240

PATRIE, Milton I, Director, Audiovisual TV Center
University of Louisville, Louisville, KY -0208

PESHALL, Robert Coordinator, Educational Media Center
Wilson School District, 2411 East Buckeye Rd,, Phoenix,
AZ 85034

FRICE, William J. Asst, Dirvector, Dept, of Audio Visual Extension
University of Minnesots, 2037 University Ave., SE, Minneapolis,
MN 55455

QUINLY, William  Director, Media Center
5

Florida State University, Tallahassee, FL 32306

RANKIN, Pauline, R, Dept. of Education
University of Arkansas, Little Roch, AR 72204

RICHARDSON, Penelope L,
560 Allen Street, Syracnse, NY 13210

RIECK, Donald A, Director, Leamning Resource Center
Southwest Community College, Creston, 1A 50801

ROBERTS, Charlie, Jr, Asst. Professor, College of Education
Lonisiana State University, Baton Rouge, LA 70803

ROBISONM, Gerald B,
85 Senth 425 West, Bountiful, UT 84010

ROGERS, Donald D,
1201 Broadmoor, Apt. 234C, Austin, TX 78723

RUEZINSKY, Robert  Professor
Montclair State College, Valley Road, Upper Montclair,

N} 07043

SCHELL. William R,
4623 Lyons Street, La Mesa, CA 92041

SCHILLING, Guy V,
536 Jennifer Jeon Drive, Baton Rouge, I.A
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SEEMUTH, Chules  Supeevisor, Photo Service
The University of Towa, lTowa City, TA 52240

SIMONSON, Michacl
321 Curtiss Hall, Towa State University, Ames, 1A 50010

SKIDMOR?™, Carolyn Media Specialist (Title 1T Coordinator)
Wesy Virginia State Departiment of Fducation, Room B-346
Capitol Bldg., Charleston, WV 25301

SMITH, Philip D, Registrar
Bob Jones University, Wade Hampton Bivd,, Greenville,
SC 29614

SPARKS, Jerry  Duepartment of Fducational Media
University of Georgia, Athens, GA (formerly from Mississippi)

ST. LQUIS, Charles V.
5610 Sheridan Road, Muskegon, MI 49410

STOENLAGE, Janet  Seeretary, Audiovisual Center
The University of lTowa, lowa City, TA 52240

SUCHESK, Arthur  Director, Instructional Media & Systems Div,
Southern California Regional Occupational Center
2300 Crenshaw Blwid, | Torrence, CA 90501

SWANK, Theron
Central Missouri Stite University, Warrensburg, MO 64093

TUBBS, Gordon
Eastmun Koduk Company, 343 State St., Rechester, NY 14650

VAN HORN, Charles O, Dircetor of Membership & Affiliate Relations
AECT, 1201 Sixteenth Street, N, W., Wushington, D, C., 20036

VIXDEN, J. Michael  Director of Instructional Technology
Essex Community College, Baltimore, MD 21237

WALKER, Don  Media Director
Lynchbu | Public Schools, Tenth and Court Strects,
Lynchburg, VA 24504

WEHRLI, Fred N, “onvention Coordinator
AECT, 1201 Sixteenth Street, N, W., Washington, D.C, 20036

WHITTEN, Orrin
151 Hunting Lods,e Drive, N iami Springs, FL 33166

WILKINSON, Gene
80?2 So, Henderson #5, Bloomington, IN 47402

WILLIAMS, R. Kathryn
Riverview Gardens School District, 1370 Northumberland Drive
St. Louis, MO 63137

WILSON, Lowell
Janesville Public Schools, Janesville, WI 53545

WOHLFORD, Robert L. Director of Media Development
Environmental Studies, Box 1559, Boulder, CO 80302
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PEANNING COMMITTELR FOR THIE 1972 OROBOJI CONFIRISNCE

The responsibility for planning the Okoboji Conference rests with a
Planning Committee appointed cach year by the AECT President-Elect.
derrold Kemp appoanted the following 1972 committece prior to the close of
the 1971 Okoboji Conference:

Charlie Roberts, Jr., Chrm.
Wilma Danicels

Roper A, Kueter

Michael Molenda

Roy B, Moss

Arthur Suchesk

John A, Wilson

Jerrold Kemp, FEx-officio
L.ee Cochran, Ex-officio
Willia.» Qzlesby, Ex-officio

Before leaving the 1971 conference, the committee members selected
the 1972 theme, "Leadership and the Media Profession, " and began proccd-
ures for sclecting a keynote speaker and resource persons.

James R. Lawson, then Assistant Dircctor of CAST, was asked to
develop a paper outlining the various approaches used by researchers in the
study of leadership. He also prepared a list of questions on leadership. Both
the Liawson Paper and the list of questions were mailed to delegates in May
1972, to help them prepare for the conference. Delegates were given the
option of either answering the questions or writing out their "concerns' as
has been customary in the past. This Summary Report will have several
refercnces to the "Lawson Paper. " The list ¢’ questions with a summary of
answers from delegates is printed with the "Concerns' in the appendix of this

report.

The Planring Committee met again at the AECT Convention in Minneap-
olis in Apri'. [ ..al plans for the confercnce were made the day before the
conference d>pered on August 13, 1972, At that time committees were appoin-
ted and dec: ions .aade as to the sequence of opening events.

Okoboji is an "unstructured' conference; which means that each year
the Planning Committee establishes the framework within which the delegates
make content decisions. Without this framework and the ground rules, an
unstructured conference would be chaos,

10
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THE P72 TOW A CONMMITTEE

Fhe lowa Commmittee performes the support-supply function, providing
tor the phvaical comtort of the delegates, They do not vote on any decisions

of the conterence,

(I. tor, - standing)

Chuch Seemnth, Photographer

Bill Oglesby, Assoctate Chairman and
Conference Munager

Jerry Cooper, Assistant Coordinator

Ann Clark, Assistant to Conterence
Managoer,and Treasurer

Loren Forbes, Coordinator for Local
Arrangenients

(1. tor, -sitting)

Mike Simonson, Tape Recording
Sheldon Gilberg, Resource Libraian
Dave Little, Newsletter Editor

Janet Steenlage, Conference Secretary
John Bullurd, Conference Reporter
Lida Cochran, Conference Repocter
Lee Cochran, Chairman

FIRST GENIRAL “rSSION

Date and Time: Sunday, August 13 - 7:30 p. ..

Chairman: Charlic Roberts, Jr.

Ovpening prayer:
William B. Oglesby.

Welcome and Pro-
files of Licadership: lLco
W Cochran welcomed

the delegates to Iowa and
to the Iowa Lakeside
Laboratory, the site of
the conference. He also
tatked on "Profiles of
Leadership, " using infor-
mation which had been

Leo Tochran celeomes delegates

ERIC 11
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(Fivat General Session cont e d)

collectod by Francis Neel at the request of the Planning Committece,  Wher
health problemes prevented Dre. Nool 'y Mtendance, he asked Mre, Cochran to
act as nis o substitute, "Profiles of Leadership™ included a brief sketeh of the
history of our association from DVIto DA VIto ARCT, identifying the leaders
who were responsible for the major developments of the past fifty years, and
sumimiarising the Hmportant rescearch projects, the (lm'vlnprm-nt of cducat; mal
Dilms, the carly advent of radio, and e fmpact of inrovative minds on the

Huaprovement of cedducation,

Chartic Roberts mtroduced the keynote speaker, J0 Go Thant, Professor
of Administrative Sciences, Southern IHlinois University, Carbondale, Hlinois.,

LEADERSHIE IN THE MEDIA PROFESSION: SOMI;

VIRTICAL AND LATERAL CONSIDERATIONS
by J. G. Hunt

“The paper by James Lawson (1972) has provided a good introduction to
some ol the important points in studying leadership, and, for those of you who
have had a chance to read it, the Fiedler (1972) paper should have also sup -
plicd sonwe userul leadership insights.  In the dircetion which I am going to
take, leadership is viewed in yet another way out has similaritics with both

the Lawson and Fiedler pasers.

We will first dis-
cuss one way of defining
leadership and then con-
sider bricfly how one
determines 'gpood!

lecaders., Then we will :
look at what has been W

termed the 'path-goal
approach to leadership’
(House, in p-oss; Kahn,
1958) as a uscful way of
determining how a
leader operates,  We
will first consider the
traditionally covered
vertical approach to

leadership where a

leader is in an author - l. G. Hunt, keynoter

ity relationship with his subordinates. Then we will examine the often-
neglected lateral component of leadership where the leader deals + ith those at
his own level over whom he has no direct authority. This aspect is of special

12
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(Hunt's keynote address continued)

importance to people such as you who are members of professional associa-
tions and work units! providing a service to other units. We will also con-
sider the leadership styles and behaviors necessary to perform these important
vertical and lateral leadership functions.

What is iL.cadership

While Piedler (1972) indicates that thevre are scveral different defini-
tions of leadership, an underlying theme that runs through many is the notion
of influence., With this in mind, we can define leadership as the exercise of
influence by one person over another in obtaining goals (Litterer, in press).
While you may come up with more specific and detailed definitions of leader-
ship in your study groups, influence is the essence of the leadership process.

Note also that included in the above definition is the basis for deciding
what onc means by a 'good' leader versus a 'poor' leader. I have found that
this is one of the most frequently discussed points among participants in
leadership development programs. Yet when they are asked what they mean
by a 'good' leader, they have difficulty answering. 'Goa’ :ainment, ' in the
above definition gets to the heart of the matter. A 'good' leader is one who
is able to influence others to achieve one or more goals. These goals can
cover a wide range of areas, of coursc, and must be specifically determined
for the work unit in question. And if I am interpreting Dr. Lawson's sugges-
tions correctly, one important topic .or study group discussion might be
specific goals to be accomplished >y your association. Consistent with the
task and group maintenance areas mentioned in his paper are different clas-

ses of goals,

The first class is concerned with performance or production aspects.
The second is concerned with various areas of member satisfaction., While
it is now agrced that there is no necessary relationship between performance
and satisfaction (Brayfield and Crockett, 1955) there is considerable evi-
dence relating satisfaction to turnover and absenteeism (both of which are
group maintenance aspects). We should also note here that several areas
of satisfaction are covered in the questicnnaires which you were asked to
complete. These may be scored in your group meetings. '

A third class of goals sometimes considered important is related to
member and group development. To what extent is ~ne able to utilize and
enhance his basic abilities in a given work unit?

In terms of leadership then we might”asl( "What kind of leadership is
most successful at accomplishing performance, satisfaction, and development

TUntess otherwise noted, the term 'work unit' will be broadly used throughout this talk to refer to

any kind of organizational media component such as department, section, division, school, ete. as well
as the various geographical and other groupings in AECT,
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(Hunt's kcynote address continued)

goals in a given organizational sctting'? In more specific terms, 'What kind
of leader behavior is most successful at accomplishing goals or objectives
which exist for your association or for your work unit back home on the job'?

In considering leadership in this way, it is important to reiterate
Ficedler's (1972, p. 3) point that there is an important difference between
leadership position and leadership effectiveness and that these two areas are
too often confused. While both areas are important, I have chosen to concen-
trate here on the latter questiorn, effective leadership, rather than the former
question of how once gets to be in a leadership position. My comments should
be interpreted in that light; thus, I will not be discussing traits that distinguish
leaders from non-leaders but rather behaviors that distinguish effective from
ineffective leaders in terms of goal accomplishment, regardless of how these
leaders obtained their leadership position.

# Path-Goal Approzach to Leadership

The path-goal approach to leadership is essentially a way of looking
inside the 'black box' of readership to discover the ways ir. which a leader's
behavior can influence individuals to work toward thece work unit objectives,
Figure | summarizes this approach. In motivational terms an individual
has certain basic nceds (Maslow, 1954) which he desires to satisfy by various
objects or means and these means become personal goals which that individual
is motivated to try to obtaia, Some typical goals might be those shown in the
Figure: I'm sure you can all think of others.

The way in which an individual goes about trying to accomplish these
goals is another very important consideration. Let us say that a person has
as a goal the attainment of a high wage. What behavior will he manifest to
reach that goal? Will he take night school courses, will he cultivate better
relations with his supervisor, will he become more active in his union or
what? The kind of behavior he will attempt depends upon his perceptions--
upon what he sees as a path to his goal.

One very important possible path to an individual's goal attainment is
accomplishme: . of work unit objectives. In manufacturing firms these often
take the form of number of items produced or some similar mecasure; for a
media unit one important objective might be to increase the use of media in
various course offerings, It is possible that an individual will see high unit
objective accomplishment as leading towarc .. or being instrumental in achicv-
ing personal goals such as those in Figure | and, of course, from the leader's
standpoint this is a highly desirable state of affairs. However, it is also pos-
sible that an individual could sce low unit objective accomplishmenri as heing
instrumental in achieving his goals. An example would be a person who pro-
duced low (or at least lower than he could) in order to be accepted by other
unit membevs, This situation is not at all uncommon in industry. You can
an- er how common it is among media people. Still another possibility is

1i
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(Hunt's keynote address continued)

that the individual will see no relationship one way or the other betweecn attain-
ing work unit objectives and accomplishing his personal goals. This is likely
to happen where he has not been informed of the instrumentality between the
unit objectives and his goals. In many school systerns, for example, pay
raises are granted cn the basis of seniority rather than on the basis of effec-
tive teaching and therefore achievement of one's pay goal has nothin~ to do
with accomplishment of the unit objective.

I terms of unit goal accomplishment, in media, we can say up to this
point that if an individual sees high unit goal accomplishment (e.g., increasing
the use of media among teachers) as leading to the attainment of one or more
of his personal goals considered important in need satisfaction, he will tend
to be a high 'producer' (in the sense of convincing teachers of the usefulness
of media in their classroom. ) Conversely, if he sees low unit goal accom-
plishment as a path to personal goal achievemant, he will tend to be a 1ow
producer. Finally, if he sees no relationship between unit and personal joals
it is difficult to predict whether or not he will be interested in working tuward
unit goals,

The previous summary assumes that an individual has the freedom to
take the path which he sees to personal goal achievement. (See the 'freedom’
box in Figure 1.) However, his freedom may be sharply curtailed by various
barriers which prevent him from following the path. For example, an individ-
ual convinced that good performance will lead to a wage increase may be pre-
vented from following the path because of inadequate flow of materials, depen-
dence upon other workers, etc. Thus, for work unit goals to be accomplished,
individuals must not only see that such accomplishment is instrumental to
meeting personal goals but have the freedom to take the high performance
path. In your field, for example, an individual might be convinced that if he
gets teachers to increase their use of media he will get a good rating from
his boss, but because of budgetary constraints he can't supply media to the
teachers, and hence cannot follow the path leading to a good rating.

There will be 2 number of work unit conditions which will influence
personal goals as well as the path and the freedom to take the path, Among
these are the ways in which people are paid, the kind of working conditions
provided, the criteria for job advancement, and many others.

Another very important path-goal influence is, of course, the leader,
Through his behavior the leader is in a position to influence both the worker's
motivation and his freedom (via removal of barriers) to translate this moti-
vation into unit goal accomplishment. There are essentially four functions
which a leader can perform to exert influence on the individual's goal achieve-
ment (Kahn, 1958). As shown in Figure 1, he can: (1) provide direct need
satisfaction; (2) structurc the path to coal attainment; (3) enabic goa! achicve-
ment; and (4) modify an individual's goals.
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(Hunt's keynote address continued)

Providing Need Satisfaction

As shown in the figure, this function is not conditional upon th® _behav—
ior of the employee, rather it is a direct and unconditional relations”'!p.
While this function will not necessarily help, and may even hurt2 in the Qccom-
plishment of performance or productivity type unit objectives, it will Sontpipute
to individual satisfaction and hence may influence turnover and abser"teeism.

Structuring Patl *o Goal Attainment

As I mentioned earlier, there are a number of } ths which an indi‘vidual
can take toward personal goal accomplishment. One important jnfluélice op
the individual's choice of path is likely to be the leader, who is jn a PSitiop
to provide important cues. It does not take a person long to assess the basis
that a supcrvisor uses for a pay raise or promotion, for example, 879 if t1¢
basis is something other than good performance then promotion and P2V wij]
not serve as good performance motivators.

Enabling Goal Achievement

Up to this point we have been primarily concerned with the lead.errs
influence on motivation, Here we are concerned with how the super‘/lsor
eliminates barriers to following the path. Such things as a leader's technical
competence, and the way in which he plans and organizes the work wOuld b
some of the important considerations here. If the supervisor cannot °T Will
not provide assisiance in this area, then an individual can be motivatec1 to
want to perform well but not be able to because of barriers to good petior

mance.

Modifying Personal Goals

Here the leader's function is concerned with the personal goals them_
sclves rather than the path to reaching ‘ne goals. While it is argued bY some
(Kahn, 1958; Hackman ard Porter, 1968) that the supervisor's influe”¢® op
these goals probably is generally not large: nevertheless, it can be S?bstan_
tial in some cases. For example, a person might not value a promotion
(¢ven though he sees that it is related to good performance) but the le2der is
able to convince him of the good things that accompany a promotion, Chce,
the individual now desires promotion and since he sees that good perfCTMan ¢
is likely to lead to promotion, may now be motivated to perform well ! Orgey

to be promoted.

. s e . . . . . ish
21f an individual could satisfy all his needs in this manner, there wonld “e no need to accompli®
unit objectives since he could meet his needs without such «ccomplishmer
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(Hunt's keynote address continued)

Leadership Style or Behavior

We can now discuss briefly some of the specific kinds of leadership
styles or behaviors likely to be necessary for the previously described func-
tions. We should probably start by considering the difference between style
and behavior, much as Fiedler (1972) does in his paper.

Style is essentially a leader's attitude and n- y be obtained by giving the
leader a questionnaire such as the Leader Opinion Questionnaire which you
were asked to complete and which will be scored in your study groups. Behav-
icr is simply the way a leader behaves. One way of obtaining this information
is by asking a leader's subordinates to describe his behavior using the sam:
kinds of questions as in the attitude questionnaire given the leader. While
style is not the same as behavior, it does give an idea of how a leader might
behave, and is often used where it may not be feasible to get measures of a
lecader's behavior,

With this in mind, we can now return to the question of the type style
or behavior neceded for the previous functions. With regard to providing direct
need satisfaction, there is evidence indicating that behavior which enhances
someone else's fecling of personal worth and importance is likely to be impor-
tant. Behavior of this type has been termed 'supportiveness' (Bowers and
Seashore, 1966; Kahn, 1958) ¢r 'consideration: \Fleishman, in press). The
extent to which the supervisor is able to influence his superior to obtain
rewards for subordinates {'upward influence') also seems to be important
here (Kahn, 1958).

Leader consideration and upward influei.ce can be measured by deter-
mining how frequently (always; often; occasionally; seldom; or never) a leader
engages in the behaviors shown in the consideration and upward influence por-
tions of I'igure 2. (INote that these questions are included in your Leader
Opinion Questionnaire and that you can determine your score in your study
groups. )

When considering structuring the path to goal attainment, it appears
that behavior which clarifies work unit goals and stimulates enthusiasm for
meeting such goals is likely to be important (Bowers and Seashore, 1966;
House, in press). Items included under the 'production emphasis' and
'initiating structure' portions of Figure 2 and also in your questionnaire
illustrate two leader behaviors appropriate for this function. A thi-d kind
of leader behavior that is important is upward influence. In order for an
individual to sec good performance as leading to an important personal goal,
the supervisor has to have enough influence to es‘1blish the connection (Kahn,
1958). For example, if his promotion recommendations are disregarded,
his subordinate is unlikely to see good performar.ce as a path to promotion.

For the enabling or barrier removing function, be' ~vior which helps
work unit goal achievement by such activities as scheduling, coordination,
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LEADER BEHAVIOR DESCRIPTION QUESTIONNAIRE DIMENSICNS (STOGDILL, 1963)
IMPORTANT FOR PA{H-GOAL FUNCTIONS

CONSIDERATION*

Regards the comfort, well being. status,
and contributions of followers.

[ JXol0 ]

10.

Is friendly and approachable.

Does little things to make it pleas-
and to be a member of the group.

Puts suggestions made by the group
into operation.

Treats all group members as his equal.
Gives advance notice of changes.
Keeps to himself.

Looks out for the perscaal welfare of
group memders.

Is willing to make changes.

Refuses to explain his actions.

Acts without consulting the group.

INITIATIRG STRUCTURE

Clearly defines own role, and lets
followers know what is expected.

1. Lets group members krnow what i=
expected of them.
2. Encourages the use of urlferm
procedures
3. Tries out his ideas in the group.
4. Makes his attitudes clear to the
group.
5. Decides what shall be done and how
it shall be done.
6. Assigns group members to particular
tasks.
7. Makes sure his part in the group
is understood by members.
8. Schedules the work to be done.
9. Maintains definite performance
standards.
10. He asks that members ifollow
standard rules and regulations.
PERSUASIVENESS

Uses persuasion and argument effectively;
exhibits strong convictions.

1.

wWN

ur

Makes pep talks to stimulate the group.

His arguments are convincing

Argues persuasively for his point of
view. .

Is a very persuasive talker.

Is very skillful in an argument.

Is not a very convincing talkcr.

UPWARD INFLUENCE

Maintains cordial relations with
superiorr; and has influence with

them.

1. Gets along well with the
people above him.

2. Keeps the group in good stand-
ing with higher authority.

3. .Superiors act favorably on
most of his suggestions.

4. Gets his superiors to act for
the welfare of the group
members.

5. His word carries weight with
his superiors.

6. Gets what he asks for from his
superiors,

7. Maintains cordial relations

with superiors.

PRODUCTION =MPHASIS

Applies pr ssure f productive
ouftput.
1. Encourages overtime work.
2. Stresses being ahead of
competitive groups.
3. Needles members for greater
effort.
4. Keeps the work moving at a
rapid pace.
5. Pushes for increased performance.
6. Asks the members to work harder.
7. Permits members to take it easy
in their work.
8. Drives hard when there is a
job to be done.
9. Urges the group to beat its
previous record.
10. Keeps the group moving up to
capacity.
7. Speaks from a strong inner
conviction.
8. Is an inspiring talker.
9. Persuades others that his ideas

10.

are to their advantage.
Can inspire enthusiasm for a
project.

‘Responses for each item for each dimension are: always; often; occasionally; seldom; never.

Tigurc 2
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(Hunt's keynote address continued)

planning, and providing resources such as tools, material and technical knovs-
ledge is likely to be important, The initiating structure items in Figure 2
itlustrate some of the more crucial leader hehaviors for performance of this
barrier removing function.

Finally, with regard to the function of miodifying personal goals, behav-
ior which makes subordinates feel that certain personal goals are possibie
and which indicates the possible value of various personal goals seems likely
to be important. Supervisor 'persuasiveness' and consideration might be
representative leader dimensions important {>r this function. (See Figure 2
and your quecstionnaire. )

Lateral Leadership

A very important aspect of leadership that has not often been discussed
is that of hovs a leader of one work unit or organization influences a leader
in another work unit or organization in order to accomplish mutually impor-
tant objectives. Lendership of this type might be termed 'lateral leadership'.
Lateral leadership can, in turn, be thought of in two important ways, The
first of these is concerned with the relationships of a leader inside an organ-
izaticn with other internal units. The second is concerned with the external
relationships of those responsible for maintaining contacts with organizations
other than their own. There is evidence that both kinds of lateral relation-
ships are likely to have an influence on organizational goal accomplishment
(Sayles, 1964; Osborn and Hunt, 1972).

Perhaps the essence of lateral leadership is what Sayles (1964) has
termed the trading relationship', wherein organizations or units can be
considered as 'buyers and sellers' cf the services of each other. Many
“iccessiul managers attribute their success in large measure to the constant
attention spent in the trading elenicnts of the job. Here the leader determines
who the important organizations or units are with which his own organization
Or unit must deal to accomplish its goals. The leader's organization or unit
will have a 'buyer' relation to some of these and a 'seller' relation to others.
For example, a media unit may have a 'selling' relationship to educational
departments which may not now be using media to any great extent. The
media unit may have a 'buying' relationship with anoth:r organization or
unit with regard to obtaining movies lor the film library. I am sure you
can all think of many other examples which apply to your own unit.

Once the leader has determined those organizations or units likely to
be important in 'buying' or 'selling' he spends time contacting them in order
to get a rough idea of what the terms of trade might be. For example, how
long will he have to wait for a service, how much manpower will he have to
provide for a service, etc. ? Along with determining terms of trade, both
parties exchange information about their needs and capacities (Sayles, 1964),
The trading rélationship seems equally valid for relationships either inside
or outside an organization.

21
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(Hunt's keynote address continued)

It secems likely that the extent to which the leader emphasizes trading
relationships with other units or orgarizations will also influence the pattern
fei his suberdinates. If he emphasizes trading relationships so may his sub-
ordimtes; if he dismisses the relationships as unimportant, so may his sub-
ordinates. There is also evidence that as lateral relations are stressed,
mutually valuable information is obtained and perceptions and communications
become more accurate. Thus, it is easier to accomplish mutually dependent
tasks. At the same time, lateral relations can be used to help stabilize organ-
izational or unit work demands and make them more predictable.

Lateral leadership becomes especially important to organizations or

units weich perform or receive advisory or service functions for others or
receive work from one unit and then pass it on to another unit.

Leadership Style

While we could discuss different kinds of lateral relations in more
detail, it may be more appropriate at this point to consider leadership style
in lateral relations., There is evidence (Osborn and Hunt, 1972) suggesting
that a leader of a more successful, as compared with a less successful,
organization tends to feel that a leader in his position should: (1) act as a
buffer for his organization against outside pressures; (2) take an active role
in developing conta<tt and interaction; (3) attempt to convince other organiza-
tions to develop a series of common standards concerning their related out-
puts; (4) develnp participation in organizational decision making by his and
other organizations; (5) stress informiality in relations with other organi-
zations; (6) attempt to influence other organizations; (7) emphasize rewards
over sanctions and general goals over particular objectives; and (8) attempt
to provide direction to the mutual activities of his organization and other
organizations, A leader emphasizing the importance of the above kind of
interactions with other organizations would be considered to have a 'high'
lateral leadership style.

As with the previous topics, items relating to your lateral leadership
style have been included in the questionnaires which you received. Scoring
keys will be provided and your scores along with those in previously men-
tioned areas can serve as a basis for discussion in study groups.

Media Application

In summary, I have discussed a way of thinking about vertical leader-
ship which can help one determine the kinds of leadership style or behavior
which are likely to be needed to accomplish work unit objectives. Along
with vertical leadership, the importance of both internal and external lateral
leadership has also been pointed out. In addition, a way of measuring both
vertical and lateral leadership has been indicated.
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(Hunt's keynote address continued)

It is suggested that through discussion you can determine how these
approaches might aid in leadership problems encountered within your associa-
tion, your job back hcme, or both.
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(First General Session continue?)

A discussion session following Dr. Hunt's tal< permitted delegates to
ask questions of the speaker.

Delegates were introduced and asked to describe their positions and

responsibilities,

Adjournment - 10:00 p. m.

SECOND GENERAL SESSION

Date and Time: Monday, August 14 - 8:00 a. m.

Chairman: Charlie Roberts

The Planning Committee announced the appointment of the following
committees for the 1972 conference:

RESOLUTIONS: Fred Wehrli, Chairman; Gerald Brong, Wesley McJulien
PRESS: Lee Follis and Robert Wohlford

BLABBERMOUTH (Newspaper): David Little, Chairman; Johnny Gordon, Jenny Johnson,
Penny Richardson, and Carolyn Skidmore

RECREATION: Wilma Daniels, Chairman; Larry Alexander and Guy Schilling
CHAIRMAMN OF RIST AND NITPICKING: Harold Hill
CONFERFNCE SUMMARIZER: Robert Jarecke

Howard Hitchens, Jr., Executive Director of AECT, narrated a two-
screen slide presentation, '"Leadership and Educational Technology. "

The delegates elected Roy Moss and Arthur Suchesk as Co-chairmen
of the conference. Art assumed the chair for the remainder of the session.
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(Second General Session continued)

Chairmun Roberts (¢) prosents
Ckobeii gave! to Co-Chairmen
Suchesk (1) and Moss (r) -

ames Lawson, author of the papers on leadership which were distributed
to the delegates prior to the confererce, spoke briefly to the group regarding
his viewpoints on the topic and the activities to follow,

Initial exploration of concerns were dis-
cussed for the purpose of determining mean-
ingful topics to be pursued by the delegates
during the next four days.

Six small discussion groups, repre-
senting those delegates voted back from the
1971 conference, AECT staff, graduate
students, affiliate presidents, regional
coordinators, and resource persons were
formed for the purpose of presenting the
concerns of their group to the delegation.

Six tentative topics emerged from
the preceding discussion. The topics
selected were ultimately reported under
the following titles:

James R, Lawson

Group 1: AECT Goals and Program Development

Group 2: Interrelationship of Organizational Structures

Group 3: Functional Leadership
Group 4: Leadership at Local, State and Regional Levels

Group 5: Selected Competencies Which Should be Demonstrated by
Educational Leaders

Group 6: Recognizing, Nurturing and Rewarding Potential/Emerging
Leadership as it Pertains to the Media Profession and AEGT




THIRD GENERAL _SESSION

Date and Time: Monday, August 14 - 1:00 p. m.

Chairman: Art Suchesk

Group recorders and Blabbermouth reporters were announced and work
rooms weoere assigned,.

Gordon Tubbs, Chairman of the Terminology Committee, defined the
terms ""Leadership” and "M:aagement, ' These definitions were distributed

to the delegates in an effort to maintain consistent usage by the group.

Lida M. Cochran explained the procedure for using the library and
called attention to the list of references included in the packet of information
received by cach delegate.

I.ee Cochran distributed guidelines to be followed by the groups in pre-
paring their reports.

......

FOURTH GENERAL SESSION

Date and Time: Monday, August 14 - 7:30 p. m.

Cha..man: Roy Moss

A University of Iowa slide-tape production, ''L.eadership and Educational
Media, " was presented to the assembly.

A represent. .ive from each of the six groups made a brief report on
progress made during the day and presented an overview of the objectives that
had been established by that group. The purpose of these reports was to pre-
vent duplication of effort.

Robert Wohlford discussed the Media Development for Environmental
Studies Project and displayed examples-of the products available.

Two films were available to the delegates who wished to stay and view
them at the c¢nd of the session.



FIFTH GENERAL SESSION

Date and Time: Tuesday, August 15 - 8:00 a. m.
Chairman: Arthur Suchesk

J. G. Hunt, keynoter, responded to questions about leadership that
were raised by various group representatives. Dr. Hunt has visited with
each of the groups during the Monday work sessions to observe and contri-
bute when called upon.

SIXTH GENERAL SESSION

Date and Time: Tuesday, August 15 - 7:30 p. m.
Chairman: Arthur Suchesk

Robert Jarecke, AECT President-Elect, requested that delegates sub-
mit names of individuals to be considered for the 1973 Planning Committee.

The Terminology Committee solicited and received a vote ind. .ting
acceptance of the definitions presented to th: -:legates on Monday.

Representatives of each of the groups made progress reports.

Derwyn Davies reported, as a committee of one, his concerns.

SEVENTH GENERAL SESSION

Date and Time: Wednesday, August 16 - 8:00 a. m.
Chairman: Roy Moss

Robert Jarecke announced the following membership of the 1973 Planning
Committee:

Roy Moss, Chairman Wesley McJulien

Arthur Suchesk Penny Richardson

Charlie Roberts Guy Schilling

Wilma Daniels Jerrold Kemp, Ex officio ¢
Robert Irvine Lee Cochran, Ex officio
Pauline Rankin o Wm Oglesby, Ex officio
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(Seventh General Session continued)

AECT President, Jerrold Kemp, cxplained the new organizational
structure and recent developments. Staff members from the National Office
of AECT at Washington, D. C. also spoke to the group. Howard Hitchens, Jr.
described the USOE organizational structure and its implications for the
field of Media and Instructional Technology.

Fred Wehrli discussed 1973 AECT Convention plans (Las Vegas,
April 8-13, 1973) indicating that since this was the 50th Anniversary of the
organization (DVI/DAVI/AECT), special emphasis would be placed on our
heritage. This salute to the past will look at where we have been as an

orientation to the future.

Charles Van Horn explained the membership structure and the relation-
ship of the Divisions and Affiliates to the National Organization.

Note: Delegates spent the remainder of the day with their groups,
working toward the preparation of their final reports. There were no other
general sessions on Wednesday. The evening was free to allow participants
to go to a play at the local summer thentre, take a boat ride around the lake,
or visit a virgin prairie and the site of the Spirit Lake Massacre.

EIGHTH GENERAL SESSION

Date and Time: Thursday, August 17 - 8:00 a. m.
Chairman: Arthur Suchesk

The six study committees presented their progress reports. During
the discussion following each report, the delegates made suggestions for
changes and deletions, and recommended additional information.

Gunnar Handal, Oslo, Norway,
was asked to describe education in
Norway and explain his work at the
Pedagogisk Forskningstitutt, (an
Institute for Educational Research)
at the Universitetet of Oslo. With
his research background, his keen
insight of educational problems,
and his quick wit, Handal made an
outstanding contribution to the
conference.

28

Gunnar Handal. Norwav



MINTIT GENERAL SESSTON

Date and Time: August 17 - 7:30 p. m.
Chai»rﬁl_}'mn: Arthur Suchesk

t
(Note: \The Final Reports of the Study Committees had been distributed
prior to the dinner hour to give delegates time to read them before the Ninth
General Sessjon, )

Each ¢ommittee was ¢iven ten minates to present its report, After
all reports had been presented, cach report was discussed in detail and
numerous changcs were made., The final reports, as corrected, start on
page 37,

The ad hoc Evaluation Co-nmittee Report was presented by the chairman,
Philip Carlock, Missouri, The other members were: James Brown, Calif. ;
Theodore Henry, New York; Dannis Leeper, Colorado; Carolyn Skidmore,
West Virginia. This committee had been appointed by AECT President,
Jerrold Ko .np, who charged the committee to (1) evaluate the effect of com-
bining the AECT Affiliate Presidents meeting with the Okoboji Conference
and (2) to make a recommendation whether or not to continue the comlbination
of the two mectings.

The recommendation of the Evaluation Committee was that the tvro
meetings be held separately. The full report of the committee, as acrapted
by the delepgates, follows.

EVALUATION OF COMBINED
OKOBOJI EDUCATIONAL MEDIA LEADERSHIP CONFERENCE 1972
AND AECT AFFILIATE PRESIDENTS' CONFERENCE 1972

Introduction

In the past an Ad Hoc Committee has evaluated the purpose, organiza-
tion and oncration of the Okoboji conference. Three evaluations are available
that were conducted in 1964, 1968, and 1971. These assessments were all

directed to the Okoboji ""experience, "

This year -ifferent events took place due to a change in structure. The
underlying purpose of the '72 conference was the development of leadership.
For various reasons including available monies, control, perception of goals,
etc., the 18th Okohoji Conference and the AECT Affiliate Presidents' Con-

terence were mevged,

Charge to the evaluation committee:

The evaluation committee's charge was to answer two questions:
o ¢
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(Fvaluation Comunittee Report continued)

(L) How well did this year's combined Okoboji and AIRCT affitiate
vepresentatives conference arrangement work oul {roni the point

ol view of each group?

(2) Should the same, or some other, conference arrangement be
employed next year? What should it be?

Maothod of evaluation:

The ceviduation committee prepared a questionnaire which was distri-
buted to all persons attending the general session mecting held oh Wednesday
morning, August 16, 1972. Each person was given approximately five minutes
to respond to the questionnaire. The completed questionnaires were collec-
ted at the close of the general session. Other factors which have contributed
to the evaluation report include personal interviews conducted by the commit-
tee members, plus observations made by the committee.

The report contains the findings of the committee; the committee's
recommencdations pertaining to future AECT Affiliate Presidents' Conferences
and to future Okoboji Educational Media Leadership Conferences.

Findinesg:

Sixty-five (65) responses were received, tallied and evaluated for their
statistical information and narrative substance. The responses represent
the views of the following groups:

14 graduate students
29 affiliate delegates

4 resource persons

6 AECT delegates

6 selected representatives
6 other

Seventy percent (70%) of the responses indicated that their original
objcctives as perceived by them were being satisfied. Eight percent (8%)

replied negatively. The remaining responses were mixed concerns.

The data on the election/installation of affiliate officers was not used

because the committee felt it was not valid.

Twelve (12) respondents had attended the AECT Affiliate Presidents'
Conference previous to 1972. Nine of the twelve rated the experience in

the following ways:
Punsatisfact oy 3 satisfactory S extremely valuable
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(Evaluation Committee Report continued)

Scventeen respondents had attended the Okoboji Conference previous to
1972, Fiftecen of the seventeen rated the experience as follows:

U satistactory 14 extremely valuable

Forty-two respondents indicated they had attended neither conference
previous to 1972,

Six respondents experiencing both conferences rated Okoboji:
I no response S extremely vialuable
and Affiliate Presidents' Conference:
! unsatisfactory I satisfactory 4 oxtremely valuable
Thirty-five percent (35%) of the respondents indicated a desire to repeat
the 1972 combined meeting. Fifty-eight percent (58%) preferred an arrange-
differing from the 1972 combined conference. Seven percent (7%) offered no

alternative,

Recommendations:

+

We, the committee, wish to make the followirg recommendations:

(1) That the Okohoji Educational Media Leadership Conference and the AECT Affiliate
Presidents' Conference be separate.  The Okoboji Conference should operate as it
has in the past 17 years with AECT input and cooperation, the same as in the past.

(2) That AECT hold conferences for AECT Affiliate Presidents Conferences in regions
dealing with arcas previously presented in Washington, D, C, meectings with the
cmphasis on leadership.

(3) That the delegates of the 1972 joint conference he allowed to select a theme for
the 1973 Okoboii Conference.

(-}) That more consideration be given to the selection of the planning committee in
order to represent all AECT regions.

(5) That the delegates be selected in the following ratios:

50 participants from state affiliates

'S graduate students

10 resource people selected hy the planning committee
10 people selected by the president of AECT

(6Y That more experimental and varied approaches be taken in programming and
structuring conference activities,

(7} That the "publishing" requirement be modified as appropriate to situations or
themes to permit more creative communication of concerns, data, and findings.

(&) That the "group process techniques related to leadership training contimie to
be recognized and nurtured in future conferences as a valuable "hands on"
experience for emerging leaders in the field,

(9) That AECT professional concerns be clearly recognized in setting conference
themes and in using results to imrrove conditions in the field.

21
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(Fvaluation Committen Report continued)

This connmittee did not attempt (o evaluate Okoboji procedures or

Affiliate procedures not enumerated in the above recommendations.

woNv

o

6.

Respectiully submitted by the
Fvaluation Committee - 1972

Philip Carlock, Chairman
James Brown

Theodore Henry

Dennis Il.eeper

Carolyn Skidmiore

ATTACHMENT A

EVALUATION
1972 Okoboji Conference

Are your original objectives, as you perceived them, being met?
If answer is no, please indicate why they are not. If answer is yes, what
1s helping you to reach your objectives?

What month does your state affiliate elect officers?
Have you attended the affiliatc presidents conference in Washington prior
to 19727 . If answer is yes, to what degree was it valuable?
unsatisfactory satisfactory extremely valuable

Have you attended the Okoboji Conference prior to 19727

I answ.r is yes, to what degree was it valuable? unsatisfactory
satisfactory extremely valuable

Check the one you prefer.

___Combined conference such as 1972

___Prec or Post conference at national conventions (affiliates)

__Pre or Post conference at Okoboji conference (affiliates)

__Separatce conferences as conducted previous to 1972
Please identify the group you are representing.

___Graduate students

___Affiliate delepates

___Resource persons

__AECT delegates

__Sclected representatives
As of Wednesday, August 16, please give any constructive criticism
in regards to such areas as;

Selection of participants

Organizational proceedings

Structurc/unstructure

Etc.
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(Evaluation Committee Repor: continued)

ATTACHMENT B

EVALUATION DATA KFYED TO QUESTIONNAIRE

1. Met original objectives: 46 yes
5 no
11 mixed
_3 no response
65 total

3. Previous attendance to affiliate presidents conference:

12 yes

51 no

_2 no response
65 total

1 unsatisfactory
3 satisfactory
5 extremely valuable

4. Previous attendance to Okoboji conference:

17 yes
48 no
65 total
0 unsatisfactory
1 satisfactory
14 extremely valuable
5. Conference Organization: 23 Combined

11 Pre or Post AECT

11 Pre or Post Okoboji

16 Separate as previous to 1972
_4 No response

65 total

6. Group Representation: 14 Graduate Students
29 Affiliate Delegates
4 Resource
6 AECT Delegates
6 Selected Representatives
2 Regional
1 AECT Staff
1 Jowa Committee
23 1 Planning Committee
1 Other

o ZE total
’ 27




(Ninth e ral Sceasion continued)

Penny Richardson presented o paper outlining concerns of e graduate
students regarding the future of Okoboji.  Their paper urged thi ¢ steps be
taken by futare Okoboji Plauning Committees Lo insure that the delogates to
the conference have centrol of the events of the conference.  The delepgates
voted to refer this "Richavdson Paper' to the 1973 Planning Commitlee as

recommendations from the 1972 conference.

The Ninth General Session adjourned at 12:20 a. m. Friday.

TENTH GENISRAL SKESSION

Date and Time:  Friday, August 18 - 8:00 a.m.
Chatrman: Roy Moss

The delegates voted to publish a Sunimary Report, including the

[N

“"concerns, ' in the traditional format.

'red Wehrli presented the report of the Resolutions Commiittee. Two
additional resolutions were presented from the {loor. After making some
word changes, the delegates accepted all the resolutions.

RESOLUTIONS COMMITTEE REPORT

RLSCLVED, That Lee and Lida Cochran be commended and « ‘arimiy

thanked for their work in making the conference the success 1t is.  Treir per-
sonal and professional contributions are the key to fthe spirit of Okobojz,

RESOLVED, That warm apprcciation also be exteded to I3ill
Oglesby, the office staff, and the lTowa Committee, without whom Jhere could
b no Okoboji.

RFSQLVED, That we extend our appreciation to President Willard
S3ovd ¢f The University of Towa, Robert F. Ray, Dean, Division ol Extension
and University Services, and the staff of the Iowa Lakeside Laboratory for

their outstanding support of this confercnce,

RESCIVIED, That warm appreciation be extended to the AECT staff
members participating in the conference as colleagues and fellow leadevs.
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(Resolutions Committee Report continued)

RESOLVIED, That we extend our appreciation to the Planning Com-
mittee: Charlie Roberts, Chairman; Wilma Daniels, Arthur Suchesk, Jerrold
Kemp, Roger Kueter, Michael Molenda, Roy Moss, John Wilson, Lee Cochran,
and Bill Oglesby; and to the conference co-chairmen, Roy Moss and Arthur
Suchesk, for a job well done.

RESOLVED, That we extend our appreciation to all the resource
persons for broadening our horizons and pointing the way with outstanding
contributions,

WHEREAS, Inour rapidly changing modern world, tomorrow's
needs, values and goals will differ from those of today.

WHEREAS, An organization must make decisions that expand, rather
than limit, future possibilities.

BE IT RESOLVED, That Okoboji delegates urge that AECT adopt
a "futures' perspective ia both its short- and long-range planning, and that
AECT functioning committees include future perspectives in their planning
and final reports,

BE IT RESOLVED, Thatthe Okoboji Conference delegates
recommend that the AECT Board continue to provide opportunities for devel-
oping skills for the nurturing of leadership for state affiliate presidents.

AND BE IT FURTHER RESOLVED, Thatthe AECT Board
consider finding ways to make the Okoboji Leadershin Conference more effec-
tive for the above purpose and exploring other locations and dates for the
Affiliate Presidents meeting, such as scheduling a day or more at the annual
AECT Convention for Affiliate Presidents meetings to be planned and struc-
tured by the Presidents themselves using AECT staff as resource people,
promoting similar meetings at the Regional level, and/or reinstituting the
Washington, D. C. Affiliate Presidents Leadership Conference.

RESOLUTIONS COMMITTEE MEMBERS:
Fred Wehrli, Chairman

Gerald Brong
Wesley McJulien

(Tenth Genera! Session continued)

Discussion of a theme for 1973 was led by William Oglesby, who
reported the suggestions made by the delegates. The eight themes receiving




(Tenth General Session continued)

the highest number of votes were considered by the group, These eight were
narrowed to three: 1) Management of Instructional Technology, 2) The Future
and Instructional Technology, 3) Lecadership-Revisited. The delegates recom-
mended to the 1973 Planning Committee that these three be combined for next

year's theme,

(Note: Prior to leaving the conference, the 1973 Planning
Committee met and selected, '""The Future and Instructional
Technology, " as the general theme for 1973, with subtopics
to be selected from the other two topics, "Lieadership, "
and "Management,' at a later date. )

Robert Jarecke gave an outstanding summary of the week, reporting
on the highlights cf the conference activities.

1972 OKOBOJI CONFERENCE SUMMARY
by Robert Jarecke
August 18, 1972

How many of you are golfers?
Thank you., One would assume then,
that the rest of you wonder about the
dubious merits of flailing at and chas-
ing a little white ball for 7,000 yards.
Medically speaking, golf is perhaps
the poorest form of beneficial exer-
cise. Further, it has been known to
destroy the serenity and tranquility
of otherwise sane persons, and
indeed, to produce behavioral change
which mocks the Jekyll-Hyde trans-
formation.

What then, my friends, is the
fascination and lure of this game?
First, it holds out, like a carrot on
a stick, the Walter Mitty possibility
of being Arnold Palmer's equal, But
two other characteristics exist which
attract those of us who are its partic-
ipants:

Robert Jarecke 3 ()'



(Tarcel s Conrerence Summear v continued)

) We are always playing apainst par - against an established norm
of eascelttence, and there always exists the "possibility" that we
can beat par. Thus, we can prove to oursclves that occasionally
Weare pertect, or near perfect, or even better than perfect.

2)  Golf s o humbling game, a game which rises up to humiliate
and smite down not only the least of us, but also the best of us!
(Some monihs after a championship match al Pebble leach,
Arnold Palmer was asked how he could possibly have scored an
meredible eleven strokes on the difficult par 3 16th hole. Arnold
thotueht Tor a moment, and then replicd: "Woll, T missed o 70

oot putt to make ten, )

Fhe anatogy drawn here bhetween the aspects of golf, as challenying,
teasine s rewording, and humbling, scems Lo fit appropriately the 18th Lake
Cloboii Conference, and my summary remarks will attempt to show that
the membership here has cqualled or bettered par, onan cxtremely difficult
coursce. I you were to rap the cavel and challenge me to summarize in one
sentence, Twould summarize with a phrasc we golfers use. to pay grudging

respect to an opponent who has beaten us:
‘Tt is obvious vou came prepared to play--and to win!"

Put in a different context. this conference can be summarized by those
dramatic words uttered on May 13, 1940, by Sir Winston Churchill, addres-

Csing the ilouse of Commons.  He said:

'L would sayv to the House, as | said to those who have joined this
Giovernment --1 have nothing to give but blood, toil, sweat, and

tears, !

Surely nonce in this room will deny that we have all given blood to the
voracious Okobojil mosquito, (whose nccedle is sharper than Harold Hill's),
and whose siing cxcecds that of Charlic Roberts. Surely toil has been in
evidence, --on the part of those who planned this conference, namely Lida
and Lee Cochran, Bill Oglesby, and the e atire Planning Committee, and you,
the delegates. ---And. if the truth were known, more than a few tears have

been shed over this conference.

As for the sweat, I refuse to discuss it further. We have been follow-
sufferers, vou and I, and at least you have held up well.

Let me give you now, the impressions I shall take away about _Ukoboji
Lo ors more properly and correctly. the impressions vou have « - 4t od

about Okoboji 18: 9 /
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{farechke o omferonce Sumner s cont e

First: - -

I've sugeested thal you've played well on o extremely difficult course.
This topic of "Leadership” could be compared to Michigan's famed Oakland

Hills ¢ C, --labeled by the golt pros as the most difficalt course in America,
The Leadership topic is ditficult, but you came preparved. Two years apo,
Chuck Vento, in his sumimary indicated che need to "Do your homework. "
Jim Finn would he pleosed vithe-and proud of--this group. T have seldom

scen such preparedness, and such willingness to work,

The difficuliics of this 18th Confercnce were compounded by two

problems, (in addition to the homidity).

1Y The Affiliate and Regional Coordinators Conference problem.
waich is still unsettled, bur which i covered by Recommenda-
tions to the Planning Commiltee contained in the Pvaluvation

Renport.

The secoad problem secwmed initially to be getting a handle on

v
~

the topic,

- Sanday night and Monday at the impatience

[ was a little surprised,
Everyone here knows that

of the group in letting the group process start.
group process (with 70) takes time. Looking back aow, I believe there were

two reasons for vour impaticnce (and roy surprise).

1) You were ready and prepared fo attack an interesting and chal-

lencing fopic, and wanted to get at it.

2)  The kevnote speaker made the mistake of underestimating the

power of his audicence.

On Monday. the AF.CT presentation by Dr. Hitchens seemed to provide
the proper spring board necded to launch you., Prepared as you were, yvou

have, in my oninjion, succvessfully attacked a difficult topic.

I have noted throuchout! the conicerence, the still lin ng unwilling -
ness to get awav Jrom the role of the individual leader. Referredto here
‘Charlie Principle, " the ""Perpetual TLeadership, ™

1s your attertion to the
Ay gucess is that

and a great deal of attention 1o achieving national office.
you are evidencing rigns «f disvleasure with nominating and appointmaent
procedures of AN CT simply beanuse this is the first onportunity you've had

to do so.

Q 3 8
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My judgment is that this is healthy, and T suggest your concerns be
duly noted by those members of AECT Fxecutive Comimittec here present.
Bul & reminder from the Fpistles of Horaece scems pertinent, e wrote:

"To have found favor with the leaders of mankind is not the meancst
of wlories, (for) it is not cveryone who can get to Corinth, "

In support of this obscrvation, many, many of the young people at
this conference have told nmiwe that the most sivnificant experience for them
has been to rub elbows and tatk w h those leaders in our ficld whom they
have only known by reputation, and to find (hat those leaders, the Jim Browns
and Lee Cochrans, and the Kermps and Hitchens put their pants on, one leg at
atine, even as the rest of us do!

This conference also developed other characteristics:

b)Y The "style' of the group is more relaxed and loosc compared
to other groups. (At least according te o.d-timers with whom
I'have talked.) There was--and still is--a quiet confidence that
yvou could do the job, and the pressure cooker proved what many
of us believe: Good leaders work well under pressure and dead-

lines,

2) (Secondly?) There is what might be classified as controlled
deliberation. When trade-offs in time and €nergy werc neces-
sary. you identified them quickly, and did it. The quict con-
fidence and preparcdness has been shown by a willingness to
2ive and take criticism in a professional rmanner.

3)  Structured vs. unstructured. It would be less than honest if no
mention was made of the "unstructured format. " My observation,
Is that much of the five days was rather rigidly structured, in the
form of instruction as to what would be required; when, where,
and how groups werce to mect; disruption of group activities for
hastily scheduled meetings; emphasis on the final report, etc.

No doubt there were extenuating and mitigating circumstances respons -
ible. But the Planning Committee for '73 Okoboji should give serious con-
sideration to the solution of this problem.

4)  Inote your continuing concern for a question raised by Gordon
Tubbs on Monday, i ec., "What opportunities will you make for
developing leadership, and what will happen AFTER THIS
CONFLRENCE”  [Fach of you must lecave here as a missionary,
determined to make those opportunities. Each of you must make
something happen.  Fach of you has the talents and tools to do so.
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(Jarccke's Confervacs Sunyoary continued)

Summarizations such as this ought not to dwell upon all details, and

so Twill mention only a few things which scem worthy of note:

)

3)

1)

5)

lbhe presentatian by President Kemp on Wednesday was generally
well received. It was carcfully prepared and presented well.
However, some already had received this information at regional
levels.

My opinion is that the AECT headquarters staff perormed
extremely well here, in a manner which makes us proud to have
them with us, and I hope you agree. Fred - Charlie - and Hitceh,
may I say "Thank you'" and well done.

Particular attention is duce again, to the Cochran's, to the lowa
delegation, to the Okoboji staff, to the Co-chairmen, the Resource
people. and to you, the members of this conference, for your
preparation, your devotion to the task, and the contribution you
have made. When the final report of Okoboji 18 is published on
the topic of '""Leadership, " I believe Churchill's August 20, 1940
quote will apply:

"Never in the field of human conflict was so much owed
by so many, to so few."

Your contribution of the six working papers will be cnormously
valuable.

Some of you may know that Jim Finn and I were closc personal
friends, and so you must forgive my references to him and his
work. But I know that Jim would be extremely pleased witl this
delegation for another reason. It was his philosophy often expres-
sed in his graduate seminars, that if you want to succeed in our
field, you must work hard, and then play hard (you know he did
both). But by golly, when you play hard the night before, you get
up the next day. and work and produce. Just getting up is not suf-
ficient. So your performance yesterday, after Wednesday night
out, qualifies you as leaders in the field.

You evinced a great deal of interest in the topic of Evaluation of
Okoboji, most o. which was cogent and gcrmane to the whole idea
of the Okoboji Process. To this observer. it seems apparent that
a fresn look should be taken at those aspects of Okoboji which deal
with regular evaluation, sclection of participants, the structure of
the conference, the time and work schedule, the purposes of the
conference, (and associated reports, ) and the cooperation and
participation of AF.CT in the conference.
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(Jarccke's Conference Summary continued)

Before concluding, I cannot avoid some personal references. I am
pleased to have been invited to Okoboji, and I thank President Jerrold Kemp
for the nomination. It is my first time here. And I am proud to have been
chosen as your conference summarizer. This has been the toughest round of
golf I've ever played. 1t is rather awesome, and humbling, to have to produce
before such a group as this. But perhaps a newcomer's review of this con-
ference will be helpful,

For me, personally, this week has solved a very large problem, viz,
what to say in my Inaugural Address at Las Vegas. You have made a decision
for me; that address will be quite different from any which have preceded it.

So far as I am concerned, the blood, toil, sweat and tears of Okoboji 18
has been worthwhile. It is because you made it so. You've proven yourselves
leaders in every sense of the word (or trait, or function, or whatever) and you
should leave here with a solid sense of achievement, If you worry about what
progress you have made, keep in mind the words of Sir James Jeans:

"'Democracy is ever eager for rapid progress. (but) the only
progress which can be rapid is progress down hill. "

THANK YOU.

(Tenth General Session continued)

AECT President, Jerrold Kemp made some important comments on
the conference:

‘I wish to commend President-clect
Robert Jarecke for his very fine conference
summary presentation, It gives rme¢ feel-
ing of confidence for the continual e
being of our association when the time
comes for me to turn over to him the gavel
of leadership in Las Vegas.

When one is elected to the Presidency
of such an extensive organization as AECT,
he gradually learns many things. He finds
his influence for striking out in a new
direction or making major chanvces in pro-
cedures to be somewhat limited. You can
influence some things an possinly initiate

41
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(Tenth General Session continued)

a new program or activity. Robert Heinich, our Past President, put forth
much effort in bringing the four committees working on Program Standards
close to a successful conclusion.

My thrust is to get more membership participation in the aff1irs of
the association. One method will be at the annual convention when many
people will have the opportunity of participating in the 'individually selected
portion' of the program. I feel this can become a useful way to encourage
and recognize members of the association, which in time can foster posi-
tions of leadership.

As I mentally review the final reports of our six working groups, I
note as many of you have, that there are numerous recommendations for
how AECT can and should encourage and support leadership activities, But
I see one glaring omission. I believe that many of these suggestions should
originate on the affiliate level. I would have liked to have heard and read
many ideas of how local workshops, seminars, and other leadership-training
functions could be initiated or expanded within states or regions, Give this
serious thought as you review the activities of this conference with your own

association members.

We have had a unique experience this week. We have engaged in the
'Okoboji process. ' It is difficult to describe it to others because, like so
many things in life, you must be an active participant before the matter
becomes meaningful to you. The same is true of leadership. Therefore,
we must provide the opportunities and the experiences for others to ha-e
this participation. Let's hope that the conference has helped us all realize
this and be better able to practice it. Thank you. " '

William Oglesby
received the gavels from the
Chairman of Rest and Nit
Picking, Harold Hill,

and

c
Chairman of Rest returns gavel 4 a
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(Tenth General Session continued)

from the Ce-Chairmen,
Roy Moss and Arthur Suchesk;
and thanked them for the out-
standing contribution they
made to the 18th Lake Okoboji
Educational Media Leadership
Conference,

Conference adjourned
at ¥:55 a.m,

Co-chairmen return gavel

FINAL STUDY COMMITTEE REPORTS AS REVISED:

AECT GOALS AND PROGRAM DEVELOPMENT

Committee 1 members:

Paul Branum Penny Richardson
Herbert Braselman Donald Rogers, Recorder
James Brown Michael Simonson
John Bullard Charles St. ILouis

Resource person:
Gordon Tubbs

I. INTRODUCTION

Examination of leadership as a phenomenon is, in a large sense,
an examination of the group in which leadership functions. Whether
large or small, groups have two basic objectives: (1) to achieve group
goals, and (2) to maintain and strengthen the group. To exist, leader-
ship must therefore promote achievement of these objectives.

James Lawson (1972) has stated that leadership must develop
(or be developed) from felt needs. Until "goal problems'' are clearly
defined, it is difficult, if not impossible, to identify or develop the
skills, knowledge, characteristics or attitudes one wants or neceds
for lecadership,

It would appear that any attempt at definition of leadership
requirements would benefit from, and in fact must be based upon,

ERIC !




(Committee 1 report continued)

group requirements as
reflected by their stated
goals and objectives,
This committee accepted
as its charge the identi-
fication of the goals and
objectives of the Asso-
ciation for Educational
Communications and
Technology. The types
of activities suggested
in the following pages
as meeting the needs
of the Association in
achieving its goals as
perceived by this com-
mittee, are specified
GROUP 1 in some detail. In the
search for emerging leaders and in the design of leadership development
programs, reference to these goals and needs will provide bases for
defining leadership qualities required.

II. GLOSSARY OF TERMS
Several terms used in this paper are defined as follows:

Award. Any type of recognition used to positively reinforce

emerging leaders.

Goal. A desirable state of affairs which has not yet been

achieved.
Guideline., A systematized plan of action.

Influential organizations. Those organizations which directly
influence or serve the public.

Related organizations. Those groups which directly affect or
include individuals concerned with Instructional Technology.

Standards. Criteria for evaluation.
II1I. STATEMENT OF PURPOSE

The purpose of this paper is to present: (a)the broad phila- "
sophical goals of AECT, (b) tihe specific goals of AECT, which were
derived from its philosophic goals, (c)the objectives required to attain
the goals, and (d) specific plans of action to be implemented at the
national level for achieving each objective,

) . .
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(Committee 1 report continued)

Iv,

PROCEDURES

Several activities were undertaken by the committee in carrving
out its task. The AECT Constitution was studied to determine the
organization's broad phil. ‘ophic goals. Conference participants were
then polled to determine objectives they believed AECT should seek to
achieve. The participants' opinions and those of the committee were
then synthesized into three specific goals for AECT and a set of objec-
tives which must be achieved to attain them. Since relationships

between the philosophi: nals, specific goals, objectives, and rec-
ommended plans of ¢ ;110 «:  hierarchical, the committee attempted
to insure that lower rdc- v cepts are logically related to the higher

order concepts,
RIESULTS

A. Statemeni of Broad Philosophic Goals of AECT

It is the philosophy of AECT, as a professional association,
to support, improve, and advance a system of education that
effectively prepares humanistic, informed, creative, flexible,
and confident citizens, thereby serving both individual develop-
ment and the public welfare. While advocating the increased use
of technology to achieve this purpose, the concern remains with
the education end rather than the technological means.

B. Statement of Specific Goals of AECT

Three specific poals of AECT were identified by the com-
mittee, as follows:
1. Maximum effective use of humanistic technology in
instruction to achieve efficiency and economy in the

instructional process.

2. Public and professional acceptance and support of the
role of instructional technology in facilitating learning.

3. A high level of professional competence and respons-
ibility in practitioners within tne field.

C. Ohbjectives and Plans of Action

1. Broaden membership base.

a. Consolidate with appropriate related organizations,

b. Provide for joint memberships with appropriate
related organizations.
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c. Provide complimentary memberships for individuals
rendering services to the field.

d. Invite non-AECT members, as appropriate, to attend
Okoboji and similar types of meetings and conferences.

e. Establish promotional teams to contact other professional
groups in related fields.

f.  Establish membership booths at other conventions and meet-

ings.

Advertise AECT membership advantages in related

journals,

JQ

h. Provide more divisions within AECT.
2. Increase AECT membership

a. Develop a wide range of recruitment materials.
b. Provide an incentive system for recruiters.

c. Provide a wider range of dues and benefits.

d. Publicize and promote membership benefits.

e. Actively promote student membership.

f. Publicize IT-related scholarships.

Increase benefits to members.

12

Broaden the scientific base of instructional technology

o

a. Ide tify and disseminate information concerning signif-
icant problems involving IT for which additional research
is necded. )

b. Identify and disseminate appropriate information concern-
ing significant IT-related research currently under way.

c. Identify, synthesize, and disseminate findings of signif-
icant IT research already completed (and monitor it with
respect to possible unintended desirable or undesirable

outcomes. )

d. Identify and disseminate information concerning funds
available to support IT-related research.

e. Develop and disseminate communication products or
provide other services to improve the quality of IT
research proposals, research design and control, and
the interpretation, reporting, and application of research
findings.

. Seek to increase funds available for IT-related research.
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g. Publish summaries in specific IT-related areas.

h.  Provide information, in lay terms, concerning funds
for research,

4. Improve professional inter-communication.

a. Provide for continual review of Audiovisual Instruction
editorial policies.

b. Increase opportunities for AECT members io publish
articles.

¢.  Periodically publish a review of exceptional programs
in which instructional technology plays a significant
role.

d.  Publish information concerning activities of related

interest groups.

¢. Encourage each AECT division to create its own com-
munication devices.

f.  Encourage publication of AVI articles (or veviews of
them) in other journals.

5. Improve professional competencies,
Upgrade training programs.

b. Establish job classifications with criteria for certifi-
cation,

c. Encourage the establishment of regional seminars as
a means of upgrading the expertise of AECT members.

6. Assume a more significant role in legislative affairs.

a. Encourage AECT members to become politically active.

b. Continue, and expand, the work of legislative committees
and of the AECT staff to provide a continuing flow of
information related to the legislation, avoiding the
"crisis’' approach,

c. Provide, through the national AECT office, more
detailed information regarding interpretations and
guidelines for action on pending or developing legis-
lation.

d.  Work with other active education groups in political
action.

e. Provide information to legislative committees and
individual lawmakers on needs for new legislation or
funding. (Especially for basic and applied research
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projects; need for media centers; need for professional
training programs in instructional technology. )

Provide guidelines for state associations regarding the
need for correlated legislation at state and local levels.

Work for appropriate education planks in political party
platforms.

Provide memberships with timely interpretations of the
stands of parties and legislators in regard to specific
bills and their general outlook and policy regarding
education,

Improve emergence of leaders.

2.

b.

Encourage attendance and participation at conventions,
conferences, and workshops--at all levels.

Encourage qualified members to run for offices in the
organization.

Provide more (and greater variety of) leadership
development workshops.

Provide an affiliate presidents' workshop.
Provide an intern structure for all committees.
Provide guidelines for committee and office participation.

Provide an awards program to recognize potential or
emergent leaders.

Improve the public image of instructional technology.

Develop communication links with the mass media.

Disseminate information to appropriate national organi-
zations.

Hire a public relations agency to develop broad public
information programs,

Prepare packaged information programs for community
organizations.

Establish close liaison with influential organizations.

Expose exemplary programs to public view.

Provide information to high school students concerning
careers in Instructional Technology.

Establish standards and guidelines.

a,

Coordinate the development and dissemination of

standards for: _
48
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(1) personnel at all levels (training, degrees, competence,
workload, etc.)

(2) hardware
(3) software

(4) space and facilities

b. Coordinate development, dissemination, and implemen-
tation of standards for accreditation of:

(1) public schnol media programs
(2) instructional technologist training programs

(3) paraprofessional technologist training programs

c. Coordinate the development and dissemination (and contin-~
uous updating) of guidelines for:

teacher workshops
in-service programs

support-supply service programs

software selection

(1)

(2)

(3)

(4) space and facilities
(5)

(6) software production

(7) instructional technologist training programs (curricula,

course content, competencies, facilities, faculty)

VI. CONCLUSION

Although the identification of the goals and philosophy of AECT has
been an important aspect of this report, major emphasis should be placed
upon the specific plans of action. Several alternative plans have been
presented for each objective. These plans may be implemented simul-
taneously or individually. However, each plan requires careful consid-
eration in order to determine its viability and effectiveness. While this
committee has presented only plans which it considers to be valuable,
it must be recognized that we have concentrated upon the production of
ideas without attempting rigorous validation.

VII. RECOMMENDATIONS

In our rapidly changing modern world, tomorrow's goals will differ
from those of today. To live, rather than merely ossify, an organiza-
tion must make decisions that expand rather than limit future possibili-
ties. For this reason, then, it is essential that any policy body adopt
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VIIIL

a futures perspective. Decisions cannot be based solely on present
necds. Therefore, this committee strongly recommends that the
President and Executive Secretary of AECT charge functioning com-
mittees and staff members with the requirement to utilize this per-
spuctive when evaluating plans of action included in this report.

The committee further recommends that appropriate tine-frames
and quantitative performance levels (or expectations) be established
for each recommendation accepted.
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INTERRELATIONSHIP OF ORGANIZATIONAL STRUCTURES

Committee 2 members:

Gerald Brong Philip Smith
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Leroy Mesedahl Charles Van Horn

William Price Donald Walker

Robert Ruezinsky Gene Wilkinson
INTRODUCTION

The leadership function, whether it is performed by individuals
or by AECT as an organization, takes place within a context of over-
lapping and interacting organizational structures. If leadership for
achieving the goals of AECT is to be effective, it is necessary to have
an understanding of the structures which affect education and of the
rclationships of both individual members and the Association to other
elements within the total framework of society. Stogdill's definition
of leadership implies that if goals are not fully accomplished,

o0
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leadership has not been fully effective. L The task of this study group
was to identify, describe, and analyze those structures in society which
affect the media professional's ability to provide leadership in a job
situation,

IL MODEL OF RELATION-
SHIPS

A model, Figure [,
been constructed to serve
as a puide to the problem
of identifying organiza-
tions, and the interrela-
tionships of these organ-
1zations, which affect the
media professional, This
model provides a means
of organizing and inter -

preting the information
compiled by the group.

GROUP 2

Whatever the specific goals of AECT, they will of necessity focus
on learning. The model, therefore, is built around a consideration of
those organizational structures which affect learning. Wi."" *rnerican
society there are a vast number of such organizations. Th.
been placed into four major categories, on the basis of shared character -
istics, as listed below:

A. Educational Institutions--the formal organizations in which learning
takes place, including both school and non-school groups.

B.  Profcssional Associations--the voluntary organizations which
function to benefit the individual member, the profession,
and society,

C. Governmental Agencies--the orgunizations which are established
by law and which exert an influence on learning.

D. Soc1cta1 Organizations - -the non-specifically educational organiza-
tions which affect the learning process and/or provide learning
opportunitics

These groups function as four levels:
A. Local

B. State and regionally within statcs

lStoqdill's detinition was accepted as the official definition for the 18th Okoboji Conference.
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I
SOCIETY \

GOVERNMENTAL
AGENCIES

SOCIETAL
ORGANIZATIONS

EDUCATIONAL INSTITUTIONS

LOCAL

NATIONAL
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INTERNATIONAL
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II1,

C. National and regionally within the nation

D. International

The categories of organizations are shown as four interlocking
circles to indicate the overlapping and interacting nature of the interests
and authority of the organizations within the circles. The circles are
placed within the sphere of society in general. This sphere contains
informal learning situations such as the family, which are outside the
scope of this report.

This model is not intended to depict degrees of rclationships, but
only inaicates the fact that thesc interactions exist. Showing the degree
of interrelationships would require an ecxtensive research effort.

AECT is a professional association but must interact with other
organizations within each of the other circles to achieve its objectives.
Members of AECT function at different times in different locations
within the model.

The report does not attempt to be exhaustive of all the possible
specific organizations which might fit within the categories. We have
identified sub-categories, with ecxamples within each, to serve as a
general guide to an individual who is seeking help in a particular
situation,

INDIVIDUAL PROBLEM ANALYSIS

The specific organizations affecting the media professional and for
which he should be providing leadership vary with changing problems in
specific work situations. Identification of all the types of problems and
all the interrelationships of organizations needing consideration is beyond
the scope of this report. What can be provided is a method by which
the individual can systematically identify those organizations which he
should consider in the exercise of the leadership function. Figure 2
presents a checklist which can be used in such an analysis. The left-
hand side of the matrix lists the major categories and sub-categories
of organizations which arec identified in this report. The levels at
which these organizations operate are listed across the top of the
matrix. To use this checklist fill in the boxes of the matrix with the
names of specific organizations relevant to specific problems. This
identification procedure is appropriate for all functional levels as well
as for all types of organizations,

A separate analysis should be made for each problem or problem

arca. For exanwmple, the organizations which should be considered in
relation to establishing role functions of school media personnel would
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be considerably diffcrent than the organizations considered in relation
to determining financial support for the media program. In effect, the
checklist is a series of questions to which the individual responds.

If organivations arc found in more than one block, some degree of
interaction is present and needs fo be considered in jnanning action. The
columns in the matrix indicate potential horisontal refationships, e¢.g.,
several organizationes within the local community. The rows indicate
vertical relationships, oo, , one organization at local, state, national
and infernational leveig,
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IV, ORGANIZATIONS

The foltowing list identifiecs examples of organizations which this
cemmittee has grouped under the four major categorics:

A EE]U cational Institutions

A CT memberz have an influence on and are influenced by
educational institutions, TFor the purposes of this report, the term
educational instituations has been defined ac those formal organiza-
tions in which learning takes place, including both school and non-
school groups. 5 0

O

ERIC &

Aruitoxt provided by Eic:



(Committee 2 report continued)

1. School

a. K-12 schools (public, private, parochial)

b.  School systems which include 2 or more schools

c. Technical schools, community colleges, junior colleges
d.  Universitics and colleges

i

Non-School

a. Private business/industry

b. Churches

c. Hospitals

d.  Military

¢. Service groups (Red Cross, YMCA, etc.)

f. Museums (including zoos, planetariums, etc.)

g. Civic clubs (Lions, Kiwanis, Jaycees, etc.)

B. Professional Associations

Professional associations play a vital role in serving the needs
and interests of individuals. Professional associations are defined
as organizations with voluntary membership which function to bene-
fit the individual member, the profession and society. Although the
goals of professional associations are generally similar, the assoc-
iations often enter into competition when priorities are established.
The following professional associations provide the AECT members
with numerous opportunities to exercise leadership in influencing
group activities which will help achieve the goals of the individual,
his institution, and his association,

1. AECT (Divisions and Affiliates)

a. Local-state
b. State

c. Regional

d. National

e. International

2. AECT Affiliations .
a. AOTE (Associated Organizations for Teacher Education)

b. AAAE (Alliance of Associations [or the Advancement
of Education) -
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C.

d.

e.

EMC (Educational Media Council, Inc. )
JCET {(Joint Council of Educational Telecommunications)

NEA (National Education Association)

3. Associations not affiliated with AECT

(o]

Q3

[

Accrediting associations

AACTE (American Association of Colleges for Teacher
Education)

AASA (American Association of School Administrators)

AASL-ALA {American Association of School Librarians of
the American Library Association)

AERA {Ameriran Educational Researcihh A« :cciation)
AFT (American Federation of Teachers)
APA (American Psychological Association)

ASCD (Association for Supervision and Curriculum
Development)

ASTD (American Society for Training and Development)
Fraterna! (Phi Delta Kappa, etc.)
NAEB (National Association of Educational Broadcasters)

NALLD (National Association of Language Laboratory
Directors)

NASSP (National Association of Secondary School Principals)
NAVA (National Audio-Visual Association)

NESP (National Elementary School Principals)

NSBA (National Schouol Boards Association)

NSPI (National Society for Programmed Instruction)

NSPRA (National School Public Relations Association)

Subject area associations (National Art Educational
Association, etc.)

C. Governmental Agencies

Decisions made by governmental agencies have impact upon the
total educational system since these agencies are involved in the
allocation of resources, development of regulations and supervision
of evaluation. As decisions are made by legislative bodies,
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regulatory apencies or advisory groups which affect the avail-
ability and use of learning resources, an attempt must be made to
influence these decisions in a manner acceptable to the profession.
Within the category of governmental agencies are included those
orpanizations which are established by law and which exert an
influence on learning., The following governmental agencics are
considered to be important to AECT:

1. Local

a. Boards of education

b. Chief elective offi.

c.  Community govern. councils
2. State

a. Boards of regents

b.  Legislatures

c. ' State library agencies

d. State g vernors’offices

3. National

a. Office of Telecommunications Policy
b. Federal Communications Commission
¢. Department of Health, Education and Welfare, United

States Office of Education, National Center for Edu-
cational Technology

d. Congressional committees on educational authorization
and appropriations

4. International

Societal Organizations

There ar~ many groups within society in general, which, even
though they a. 2 not specifically educational organizations, have a
strong influence on education. These groups are considered within
the category of societal organizations. These organizations can be
placed in six major sub-categories and can exercise influence at
three levels.

1. Local
a Special interest groups
b.  Political action groupé
c. News media

A

Cultural groups

Wk
~J
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C. Commeccia’ groups
[, Etlmic/minority/religious groups
2. State

a. Special interest groups
(1) slate affitiatces of national groups
(2) intra-state groups

b. Cultural/charitable groups
(1) state foundations

c. Political iction groups

. News media

(1) NCWAEDAPOT S
(2) {felevision
(3) radic

c. IEthnic/minority/religious groups
.  Commercial groups
3.  Nalional
a. Spccial interest groups
(1) National Chamber of Commerce

(2) American Federation of Labor - Congress of
Inclustrial Organizations

(3) American Medical Association
(4) Nature Censervancy

b, Political action groups

(1) political parties (Democrats & Republicans)
(23 League of Wonmien Voters
(3) Taxpayers League

() John Birch Socicty

c.  Pnilanthropic groups

{1) Ford Foundation

(2) Carnegie Foundation
(3) Mottt Foundation

(+) Knapp Foundation

d. News meaodia
(1) television networks
(2) mavws nrvicns

O
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(3) magazines

(4) radio networks

@]

Ethnic/minority/religious groups

(1) National Association for the Advancement of
Colored People)

(2) Italian-American Anti-Defamation League

(3) Catholic Church

(<) B'Nai Brith

f.  Commecrcial groups

4, International

V. CONCLUSION

In this report we have concentrated primarily on developing a pro-
cedure for identifying those organizational structures which, in varying
degrees, influence education and in which the media professional can
assume a role of leadership.

Recommendations for formal studies which can be derived from
the material presented are:

A, AECT should consider this report as a framework for identifying
those organizational structures which affect the media professional.

B. The matrix should be devcloped into a research tool for gathering
data on the degree of inter-relationships of organizational struc-
tures which have an effect on the goals of media professionals.
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1. INTRODUCTION
A. Rationale

In a society that in many respects has exhibited strong suspicion,
even contempt, for autocratic leadership, and in an environment in
which some of the other approaches to leadership development have
been found inadequate, it seems appropriate to investigate several
leadership processes to discover which seem(s) to offer an apparent
valid and adequate approach.

The Lawson paper (1972) explored several approaches to the
.y of leadership. Among them were:

mn

1.  The Great Man Approach

This approach became untenable with the recognition of the role
that environment plays in the development of personality char-

acteristics.

2. The Trait Approach

This approach was found inadequate since it fails to describe
the leadership phenomena,
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3.

3. The Situation Approach

If the analysis of leadership were to be based on situational
factors alone, the value of this analysis appears to be limited
in that the leader had no apparent function.

+. The Behavioral Approach

While the behavioral approach was one of the most recently
studied, it led to what may be best described as a group-
function approach or "functional leadership approach. " This
approach emphasizes performance, at a given time and piace,
rather than so-called leadership status.

In the process of preparing this paper the group observed that the
functional approach to the study of leadership was proving itself viable,
thereby warrvanting serious consideration. It must be stated that as the
process developed the group experienced a considerable pride in the
fact that functional leadership was working and there was an obvious
determination to make it continue to work,

It is not to be
implied that a group
operates without a
designated or nominal
leader. It is proposed
that an environment
conducive to a func-
tional operation be
established.

GROUP 3
Definitions

Leadership is a function. This means that it is a dynamic ¢iement
which has to be taken care of in some way to cnable a group to identify

and achieve its goals.

This function may be fulfilled in many ways, e. g., by formally
appointed or clected persons or by process or belonging to such a

group.

The functional approach to leadership takes this first statement
as its starting point and implies that any member of the group, alone
or as part of a team, given a particular situation and a specific time,
may take on the responsibility for fulfilling the function of leadership.
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II.

Functional leadership means that group members have shared the
responsibility to carry out the various tasks of leadership. The func-
tional approach is dynamic in that leadership is specific to a particular
group in a particular situation at a specific time,

This approach does not necessarily imply that leadership is a unitary
function, but keeps open the possibility that it might be broken up into
different functions which may occur, such as clarifying, informing,
relaxing tensions, summarizing, directing, etc.

This approach, also, does not necessarily imply that the functional
approach to leadership is the only approach. It was sclected for two
reasons: (1) the purposes of this report requirced that it deal with a
single approach to leadership as oppoused to dealing with a range of
approaches in the development of this report, and more importantly,
(2) the functional approach affords a broad base {rom which leadership
may emerge and be developed.

It is the purpose of this report to approach the subject through a
study of the environment and some of its clements in which functional
leadership occurs.

Therefore, the question to which the report addresses itself is
this: '"Based upon the functional approach to the study of leadership,
what are some of the characteristics of an environment which are crit-
ical to the emergence and development of effective leadership? "

ENVIRONMENTAL CHARACTERISTICS

This report is particularly concerned with the characteristics of
the environment (as a broad concept) which are critical to the emergence
and development of effective leadership. Such factors may be classified
under three main headings:

1. Physical characteristics
2. Group characteristics
3. Group member's capacities (or other characteristics)

The list of characteristics and capacities given in Table 1 under
these headings, is not to be considered definitive., Nor will it bhe pos-
sible in this context to give definite statements about the exact way in
which cach of thesc characteristics influences the functional leadership
process. Research along thesc lines is sparce, and if the general
approach suggested here is accepted, a lot of further validation and
development will have to be carried out.

It also seems appropriate to stress the fact that there is a high
degree of interaction between the characteristics within the three
factors listed above. For instance, size of the group may be a critical
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factor for the emergence and continuity of functional Jeadership in a
group. The depree of importance of this characteristic will vary with
the "values' of other charvacteristics, such as the social mores of the
group, “he orpaaizational pattern, the open mindedness of group meme-
bers, ~te. The TOTAL SITUATION in relation to functional leadership
will therefore be a product of an interaction between all these character-
tstics, It seems therefore that negatives in one characteristic (or with-
in one column) may b compensated for by positives in another,

Table 1

CHARACTERISTICS OF GROUP SITUATIONS

Physical Group Group Members
Capacities
-Setting -Goals -Openness
-Size -Tasks -Rewards
-Proximity -F'amiliarity -Respect for Individ-
ual Contribution
-Resources -Social Mores -Accepting/Sharing
Responsibility
-Ixpectations -Communication
-Organizational -Motivation
Patterns

A, Physical Characteristics

Several physical characteristics of the environment influence
functional leadership emiergence. These specific visible character-
istics interrelate with cach other and with elements of the other
groups of characteristics,

1. Setting

The factors affecti  group interaction are multiple. Sound
levels and acoustics, size and shape of the meeting room,
scating arrvangements, lighting, temperature, and ventilation
have a dircct elfect on the ability of a group to function effi-
ciently. Creature comforts and lack of external distractions
establish a climate conducive to effective group interaction.
Available time is an additional factor that can appreciably
ability of a group to operate functionally.

6 af‘;
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2. Group Sice

No definitive answer can be given concerning the optimal

size of a group to maximize functional lecadership. As a rule,
the lavger the pro ) the fewer the opportunitics cach mem-
ber has to function as a leader. Other factors interact with

size to help or hinder participation,

. Proximity
Distance between the participants affects the mode and quality - of
interaction.  Ilye to cye confact and obscerved react ns, for
instance, arce important to effective communication.

+. Resources

The proup must have access to sufficient resources, both
human and non-human, to accomplish the goals of the group.

If teadership development is to be one of these goals, sufficient
resources to support broadly based participation in the leader-

ship functions must be provided.

1B, Group Characteristics

Group environmental characteristics are largcely determined
by interaction among micmbers of the group. Interaction of group
members will shape a group’s coursc of action, affect objective
attainment and delimit its cffectivencess.

Some of the more prominent factors identified by the commit -
tee relating dircctly to a group arce described in part as follows:

1. Goals

The goals of the group must be perceived by the group as
being worthwhile, attainable, and modifiable by members of

the group.

2. Tasks

The group will identify the tasks to be accomplished through
interactive discussion and group consensus. Through func-
tional leadership, group members assume responsibility for
accomplishing agreced upon tasks.

Familiarity

[

For successful group action, time must be allowed to c¢stablish
social acceptance and mutual trust among its members.
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-4, Social Mores

The more similar the social mores among group members,
the greater the possibilities of successful group interaction,

1

. Group xpectations

Giroup expectations arce established by group consensus, There
must be provisions for the development and acceptance of expec-
tations by the group,

O, Organizational Patterns

Most groups operate within an already established pattern,
Giroup participation in formulating orpanizational patterns will
help ensure group success.

The organizational pattern within which a group operates should
enhance the functional leadership modec.

C. Capacitics (and other characteristics) of group members

Rather than looking upon the question of personal character-
istics as attributes of specific persons who will be "leaders' and
who has to be strong in many of these characteristics, the functional
approach to leadership invites the idea that each person in the group
may possess certain capac’’ s, so that this person may function as
a leader in a specific situr . of the group's work., When conditions
warrant, a person with the scific characteristic demanded by
thosc conditions will function as the lecader as long as thosc con-
ditions prevail in the situation., Leadership will pass from person

to »vers.. 25 conditions and personal characteristics become con-
grizoat, .as, capacitics within a person which may be leadership-
rer oo, but which are never actualized in a non-functional leader-
ship #ifu.tion, may now be utilized.

It should be¢ recognized that there is the possibility of some
kind of correspondence between the capacities mentioned here and
the different functions mentioned above, by which leadership is
carricd out,

1. Openness

Openness, which connotes a willingness to accept and react
to other viewpoints with honesty, sincerity and mutual trust
as well as contributing onc's own ideas with complete candeor,
is essential for the development of functional leadership.

2. Rewards
The participant must recognize that involvement in group activ-
ities will provide either psychological, physical or some other
Q type of personal satisfas:tion. .
ERIC @ 6y
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Respect for the contribution of cach individual

Fach member judges cach contribution on its own merits, The
contribution that advances group goals is considered valid and

the contribulor i porforming a |l adership task,

4o Aceepting /sharing responsibilities

Individuals musi be willing to aceept and/or share TCSpons -
ihility, depending upon the situation and the individual's own
capacitics, i functional leadership is Lo be facilitated.

5. Compmunteation

Thoe greater tie abitite of vach individual member of a group
Fo commmmnicate eifectively witic other members of the group,
the greater the potential for effective interaction within the
sroup.

O, Motivation
The capacity to mobilize within sell, and within others, the
desire fo participate in group action,

II1. CONCLUSIONS

Licade z'shiP 1= e dynamic function to be identified and nurtured.

Functionai teadership is not proposed as the answer to all leadership
problens but as a way to encourage emerging leadership and to supply
a broad basc support for present lecadership functions. Process and the
performance of indiciduals in a group are more signiticant in the devel-
opment of emerging leadership than is the identification of individuals

as lcaders per sc.

The concern should, therefore, no longer be with the selection and
training of specific persons as leaders, but with cstablishing an cnviron-
ment which fosters he potential of cach individual for fulfilling and

praciicing teadership functions.

This implics that the cfforts of the institution/organization/associa-
tion should be toward scoveillance @ ad possible reorganization of their
own organizational situation, to establish conditions favorable to func-
tional leadership, rather than toward the continuation of formal sclection
and trainjng of individual leaders.

If the general idea of functional leadcership as p sented above, is
acceploed as worth pursuing, further validation of the approach will be
needed, and studies wlong this line should be undertalken and/or

encouragced,
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Addendum

CASE STUDY - ELEMENTS OF LEADERSHIP
The term "Leader” as used in this case study refers to that individual who is filling this role at any particular time.

I. . STABILITY (Sce chart) +Emotionally Intensive

’ A potential leader fecls his enviroument.  This person has an internal climate that welcomes emotional
responses fo sensory input.  Control over emotional level is eacreised so that for the most part judgnlent is not
impaired, but not to the cxtent of suppressing cmotional responses.  Emotion is the source of cnergy” that can
support intense cfforts over a prolonged time period.

+Environmentally Sensitive Generalist
A potential leader is aware of 4!l that occur. within sensory runge.  Although this is at u relutively low

level of awareness, there is a continual series of hriel casual concentration periods on various clements within
sensory range.  Small bits of informuation arc constantly Scing absorbed, with special cmiphasis on and interest
in the actions and interactions of individuals and arouyps.

1. DISEQUILIBRIUM (Sce chart) *Events Key Conceutration

Cumnlation of many bits of information and/or one major event canses perceptual cancentration and
cmotional response. U person determingy rosolntion is feasible andsor dosires to pursue a1 solution, he begins
activities that will Tead in this dircction  If this peison’s behavion nieshes with a group's conceptions of
Leadership behavior and their agreement as to the value of the endeavor, he will become their leader. 3
This miaht result from a Conscioix.\ cifort on the part of a potential leader based on his knowledge of the greup,
and.or resnlt from the situation.”

HI. RESOLUTION (Sce chart) #Action Orientation

At this point the leader identitics those that the group respects and gencrates within them enthusiasm,
cemmitment and loyalty, and through them the group is then directed toward the goal as cstablished by the
leader, ? Throngh interactive processes the leader works with rhese key people to develop time schedules,
set pracedures, determine needed resources, and assign tasks. The ler - continues to keep aroup awire
that they are working toward a di tinite 2oal that will result in a decisic  .nd subsequent implementation.

4D ciston

The teader determines when decision point is reached and renders (or causes to be rendered) a judgment. 7
When implementation based on this judement is begun, the leader allows others to take over.

IV, REINFORCEMENT (Sce chart) +*Rewards

The leader receives kev people congratulations, group recognition, and peer group approval that results
in short=lived internal satisfaction.  When this fades, drifts back to stability level but with a tendency to
seek new challenges.

Lawson, p. 1.

'?Associ:)tion and Society Management, Vol. 4, #4, June/July 1972, p. 43.
"’.-'\dministr:n‘. Ed  Schools, Kunbrough, p. 106 and 109, (Sic).

"IL:uvson, p. Ul

‘—;L:w-'son, p. L

';L;lwson, p. 14

7
L.awson,

-
—

*‘Referents to chart elements.,
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LEADERSHIP AT LOCAL, STATE AND REGIONAL LEVELS

Committee 4 members:

Wesley McJulien, Chairman Resource Persons:
Johnny Gordon, Recorder

Pauline Rankin Lida Cochran

C. B. Bates Howard Hitchens
Dennis Leeper Tohn Johnson
Milton Patric James Lawson
Theron Swank William Oglesby
Kathryn Williams Charliec Roberts

Lowcll Wilson

L. INTRODUCTION

One might suppose it would take a special kind of optiriism to
declare that every man is a leader; yet, that is precisely what we are
stating. Every AECT member at the local, stat  regional and national
levels has leadership potential,

In trying to discover what makes some organizations effective and
others ineffective, we examined the leadership responsibilities existing
at national, regional, statc, and local levels. We consider each level
to be a functional part of the whole and do not imply any hierarchial
relationships. (See Figure 1)

We took the position that leadership is required for sustained
improvement in education and training. Two general purposes are
served by organizational leadership: (1) to achieve group goals, and
(2) to maintain and strengthen the group itself.

The organization as a whole should provide leadership to influence
education at each of the aforementioned levels. There is concern at all
levels, recognizing the importance of AECT leadership in achieving
group goals as well as maintaining and stengthening the organization
itsclf.

There has been a failure (1) at the local level to support national
and regional goals and (2) at the national level to strengthen regional,
state and local programs. Perhaps inadequate communication of goals
and achievements has becn a contributing factor responsible for such
parochial concerns. It is hoped that clarification of national goals by
Committee | and amplification of thesc goals for the regional, state
and local levels will aid comumunication in the future.
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IT.

T e
SQCIETY
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g EDUCATION

INSTRUC TIONAL
TECHNOLOGY

=

FIGURE 1 - ORGANIZATIONAL LEVELS

BASIC ASSUMPTIONS:

AECT can influence the process of educational leadership in the
field of instructional technology at all levels. The following statements
are designed to strengthen AECT as a professional organization, thus
heightening its capacity to improve society through more effective
educational programs:

Assumption 1: That AECT should exist.

This is the most basic of assumptions. If we did not beliecve that
the organization should exist, we would either take steps to eliminate
the organization or merely ignore it, Further, our concern for the
future exemplifies our faith and belief in AECT.

Assumption 2: There is a distinction in kind between what is done
nationally and what is appropriate at state and local levels,

This means that a given goal would probably be supported by
diverse kinds of activity at different levels. Generally speaking,

T3
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leaders at the na-
tional level have
more time, skills
in different areas,
and difierent modss
of operation than
people at the other _
levels  For exanple,
to a..cmrplish the
g2l of increased
membership, na-
tronal leadess would
spend consid<rable
time designing com
raunicatians ror the
masses extolling the
virtues of the organ-
1ization. ILeaders at the local level would more likely be making per-
sonal contacts to recruit new members.

GROUP 4

Assumption 3: That responsibility can be assigned but mere assign-
ment does not guarantee fulfillment.

It appears to this committee that failure to recognize this principle
has, to some extent, caused AECT to fall short of some goals. While
responsibility may be assigned and accepted, follow-up is needed to
insure the fulfillment of that acceptance. There is more to respons-
ibility than mere delegation. ‘

Assumption 4: That it is desirable for AECT to provide leadership
for education and society.

Members of AECT believe that educational communications and
technology can be applied to many of today's educational problems
(when properly applied through a validated, systematic, field-centered,
individually directed approach. ) If AECT is to fulfill its promise to
learners in this country we must provide educational leadez ship for all
segments of society. In order to provide the type of leadership required
to fulfill the promise of technology to its various publics ‘we must deter-
mine where we stand and rank our goals in order of priority. Cnly then
can AECT provide the leadership required to accomplish these educa-
tional and societal goals,

Assumption 5: That it is desirable for AECT to provide leadership
at the various levels,

Without adequate leadership being stimulated at all levels, there
can be no viable AECT. A continuous ‘'talent pool" must be developed.
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III.

Assumption 6: That AECT should take the position of an associa-
tion which is ahead of the educational and societal norms.

The membership of AECT consists of the seven to ten percent of
educators who are at education's cutting edge. We believe AECT has
an obligation to lead other cducational associations by defining and
publicizing goals that will be adopted by future educators. Given AECT
goals, we should be quality-centered rather than quantity-centered.

Assumption 7: That AECT has the potential to make a meaningful
impact on education and society.

AECT has made major contributions toward improvement of
instruction during the half-century of its existence. As technology is
further accepted, AECT's stature will grow, and its potential will
increase. '

Assumption 8: That effective leadership includes both (1) personal
qualities such as initiative, charisma, etc. , and (2) certain skills,
mastery of which can facilitate the attainment of specified goals.

Leadership implies more than convincing a few people through a
combination of influence and facts. The adoption of many AECT goals
will require massive political action, perhaps involving local through
national interest groups and governmental agencies. One purpose of
this paper is to suggest several organizational and communication
skills which can expedite the estabiishment and execution of such
adoption strategies.

In light of these assumptions, let us further examine the functions
of leadership in achieving organizational goals, as well as maintaining
and strengthening the organization. Is leadership really only at the
top of the organization as many people have assumed; or can it be
found elsewhere, particularly in the organizational echelons ?

LEADERSHIP ACTIVITIES RELATED TO SPECIFIED GOALS

A.  Public Relations and Membership

For years, AECT members have been concerned with recruit-
ing and influencing personnel within the educational system- -board
members, administrators, teachers, and students. We also must
reach the public. We must take a positive attitude. We believe
that when education and society understand that they can benefit
from association and involvement with AECT, more local support
and participation can be expected.
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The objectives of increasing membership and enkancing public
image are interrelated. It is hoped that through . ik with pub-
lic relations, interested persons will seek member: -+ » irformation.
It is the responsibility of individnal members at local and state
levels to inform others that educational communications and tech-
nology can offer alternatives to traditional educational programs,
both formal and informal. Leaders at state levels must demon -
strate the expertise, strategy and tools of technology to persons
outside the organization. They should provide opportunities for
concerned educators who are not aware of these alternatives to
observe such demonstrations.

In order to broaden the membership base, AECT must reach
all levels of education through public relations - informative
literature, mass media, and open meetings of the organization.
This task can be further implemented through personal contact,
whereby a prospective new member might recognize the values of
membership, Wherever feasible, joint meetings with related
organizations, such as curriculum and library groups, should be
encouraged. The exposure of non-member colleagues to instruc-
tional development, media and technology ideas through joint
mneetings can foster and influence the growth of membership in
AECT.

To enhance the public image, AECT members must publicize
their professional activities to make the general public aware of
technological processes and functions in the educationai environ-
ment. In many situations, personal publicity is set aside because
the individual is too modest, or is of the opinion that it is not
important. However, by shunning publicity the media professional
shirks his responsibility by not promoting his profession and his
pcrsonal interests within the profession. When addressing other
organizations, an individual member can describe his program or
current developments and innovations.

Leaders should make themselves available at organizational
functions in order to promote communications and interaction
between leaders and other members. It is important to develop
an cnvironment in which an individual member sees himself devel-
oping as a competent leader in the field of instructional technology.
When the national organization has agreed upon a definition of the
field, individual members must interpret this infermation to con-
cerned persons. Confidence and competency must be demonstrated
by those representing the Association. Leaders must seize the
initiative for program presentations to local churches, civic groups,
all educational institutions and other organizations.
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B.

Emergence of Leaders

At all organizational levels there is a need for leadership con-
ferences such as we find at Lake Okoboji whereby emerging leaders
might be recognized. After recognition, these emerging leaders
could be placed in situations where they can contribute to the work
of the organization.

Ways of achieving thi. might be through providing outlets for
works and talents of thesc emerging leaders: i.e., publication of
papers and writings, dissemination of information about innovative
projects, workshops conducted by these leaders, and public evalua-
tion of their productions.

When emerging leaders are recognized, they should be granted
opportunities to implement new ideas and thoughts within the organ-

ization.

Promotion and Coordination of Research

The mediu leader should promote and coordinate research.
This could be done by disseminating information about pertinent
research to school and community groups. Because there is a
lack of awareness of the availability of research funds in given
areas, the media leader should identify these sources and support
efforts to obtain them. (For example, NEA, AFT and USOZ, )

Lcyislation

Attainment of organizational goals and grvowth of the associa-
tion depend upon the extent to which the organization influences its
membership and outside agencies.

One tangible result of leadership in AECT is the actual adoption
or implementation of a recommended program by bodies such as a
board of education, college board of trustees, city board of alder-
man, the state icgislature, or the organization's own board. While
it may be true that recommendations possess a ''self-apparent"
validity, logic and need, it behooves leaders to acquaint themselves
with the actual process through which agencies can’'be influenced.
Space permits only a few cxamples; the instigator hopefully will
see the need for study of his unique local situation. The following
suggesiions arc from the Report of the AECT Region VII Leader-
ship Conference, Lake Texoma, Oklahoma, May, 1972:

"1. Develop and maintain contacts. Get to know key people in each
significant agency. Maintain periodic contucts so you will be known when you
need to score.  This implies more than a mere updated file, though such infor-
mation should be readily available.

ri "]
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"Visit your representative (through an appointment) when he is at home.
T:ke him to lunch. Invite him to sce examples of technology at work. Invite
him to appear at, or address, professional meetings. Put him on your news-
letter mailing list and get on his. In correspondence with key people, stress
proper form of address, conciseness aud avoidance of petitions, form letters,
etc.

"2, Plan an Adoption Strategy: Simultaneously two activities should
develop: (a) Introduction and support of the proposal/legislation, and (b)
muarshalling and coordination of support.  Crawford outlined one such history
for an AECT regional conference.

“Introduction. The initial bill was drafted in close cooperation with
people and organizations who would b intimately concerned, with an eye
toward achieving consensus.  Special interest groups (professional and busi-
ness) were enlisted. At the same time a key individual was being readied
to actually introduce and sponsor the bill in his agency. (Several people
might need to review the proposal before the appropriate sponsor is desig-
nated. ) After introduction, be prepared to appear as necessary to provide
background information.

"Action Network. Community support may be engendered through use
of such vehicles us the telephone. personal correspondenc e, newsletters or
special mailings, telegrams, radio "call-in" programs, public opinion mes-
sages, or existing public relation facilities. National organizations such as
AECT and NAVA arc both concered with improvement of cducation and
have considerable experience: they should be consulted with respuect to
strutegies, lobbying or additional background information. '

These suggestions may make the difference between acceptance
or rejection of ideas. Part of the battle is planning the strategy.

E. In-Service Training i

In-service training of teachers is a local situation, but must
have active support from the national organization. Much of this
responsibility is met through local staff meetings, but perhaps,
more significantly by individual contacts on a one-to-one basis.
Announcement of new materials, services and equipment- -what is
available and how to use it--is an important phase of this program.
Teachers and students will not request material unless they are
aware of its existence. Assistance in preparing original materials
should also be provided by the media leader, and "hands-on" work.
shops on techniques and proceses can be valuable for both students
and teachers.

In-service programs planned in cooperation with other disci-
plines, school districts and educational agencies should be encour -
aged and promoted: e.g., a basic production course could be
planned and prescnted on cable or educational televisinn or on the .
local school site. Nearby higher educational institutions frequently
provide this type of service. Additionally, the local media leader
should be aware of such federally-funded programs as the USOE
sponsored Instructional Development Institutes and should seek ways
for local district participation.

In-service training of other media personnel is also the respons-
ibility of the media leader. Local, regional and state level workshops,
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media displays of hardware and software for th: purpose of pre-
view and evaluation, resource persons from the field utilized as
guest speakers for professional meetings and workshops are a few
programs which could be considered.

Certification and Accreditation

One of our assumptions is that AECT is providing leadership
in the arcas of accreditation, certilication, standards, job descrip-
tions and classification, curriculum planning, and the selection of
materials and cquipment. Local, state, and regional support of
national programs in thesc arcas is essential.

Mcdia leaders must take the initiative to apprise accrediting
agencies and evaluation teams of existing standards. Evaluators
should be ¢ncouraged to be constructively critical of local instruc-
tional media programs during accreditation visitations. Standards
should be discussed with administrators, school board members,
colleagucs, tcachers, parents, and other key members in the
organizations or institutions in which media programs exist. Media
specialists must also continually conduct honest self-appraisals of
their materials, cquipment, facilities, and services. Media leaders
must develop effective communication links to publicize, support
and improve current standards. In addition, media specialists
should always be available to interpret the standards whenever

neceded.

Meia leaders must meet or exceed certification requirements
and should encourage their colleagues to overcome any deficiencies
in this arca. Local college or university personnel could be asked
to provide coursces and/or workshops, either for academic credit
or for salary increments. These courses and/or workshops might
be held in the local institutions and could help media personnel to
attain certification requirements,

Job descriptions must be prepared for all members of the
media staff. These descriptions must be on file in the appropriate
administrative offices and copies should be available to all inter-
ested partics.  Job classifications should also be preparcd for the
media staff, and all supportive personnel should be evaluated
according to established performance standards at least annually.
These job descriptions and classifications could he basced on models
published by AECT.

Media leaders should be involved in all curriculum committees
in their institutions. If onc is not seiccted or appointed to curric-
ulum committees, one would volunteer one's scrvices and expertise.
A portion of the institutions curriculum might include clective

P9
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courses in such media-related subjects as photography, graphics,
film-making and editing, and television production. State, regional
and national curriculum guidelines should be consulted and made
available to the appropriate committecs before final curricular
decisions are made,

One of the muost important responsibilities of the media
spoecialist is sclection of materials and cquipment to meet local
requirements. Policies must be developed, both for the acquisi-
tlon of new materials and for keeping the exlsting resources cur-
rent. A sclection policy will prove invaluable should a censor .-
ship problem arisce.  All acquisition guidelines and selections
policics should be on file in the appropriate ndministrative offices
and should be availabie to cnrrviculing committees, classroom
teachers, and other interested partics. National, regional and
state models shovld be consulted when local cuidelines and selec-
tivn policies are being developed or revised.,  The medie ‘pecialist
should also be willing to share his policics with his colleagues

upon reguest,
v, AMAINTAT™NING AND STRENGTHENING THE ORGANIZATION

Previous seciions have dealt with achievement of organizational
goals. This scction will deal with maintenance and strengthening of
the organization. While some goals may have already appeared, they
arc presented from a different point of view. Previously they were
presented as group goals; in this section they represent means to main-
tain and/or strengthen the organization.

Membership growth is an obvious example. While increased mem-
bership is a worthy goal in and of itself, it also mecans strength (in
terms of finances, power, intellectual ability, etc.) for the organiza-
tion. Anothcer obvious dual-goal is in-service training. These two
examples demonstrate the dual function of the previously mentioned
goals; the following ideas contribute primarily to the maintenance and

strengthening of the group.

People with comimon interests, particularly if a minority, ncedto
associate for mutual support. The idea is discussed by Emile Durkhein:

"o owhen individuals who are found to have common interests associnte, it is
net only to delend their intercsts, it is to agsociate, that is, not to feel lost
among adversaries, to have the plessure of commumnity, to make one out of
nuny. which is to sy, finally, to lead the same (oreanisational) life toguther.
(Gordon L. Lippitt and Edith Whitfield)

t

Since people naturally will forn. wssociations, ALRCT must be
responsive to the needs of prospective members, Two primary
casks imust be pervformed: (1) Publicize the association so that it

will attract those who Jegitimately are part of the interested minority

1 30)
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V.

of cducators, and (2) pay particular attention to the thoughts, belicfs,
and future hopes of persons the association seeks to attract.

These tasks even though goals of the national asscciation, are best
accomplished at the local level (with national support). Members of
local, state and regional affiliates can more casily identify (due to
distance, familiarity with collcagues, and case of communication)
prescent and prospective AECT members.

Maintenance of the organization depends on factors such as those
cited by Lippitt and Whitficld, which would apply at any level of the
organization,

"An cffective group. . .

1. Has a clear understanding of its purpose and goals.

2. Is flexible in selecting its procedures as it works toward its goals.

3. Has achieved . hizh degrec of communication aad understanding among
its members.

4. Has a high degree of cohesiveness (attractiveness for the meinbers)

5. Makes intelligent use of the different abilities of its members.

6. Is not dominated by its (national organization) or by any of its members.

7. Maintains a balance between (all levels, channcling all efforts) into
productive (organizational) effort.” (Lippitt and Whitfietd;

CONCLUSION

In this paper, leadership functions have been divided into two
categories: (1) leadership to achieve group goals, and (2) leadership
to maintain and strengthen the organization.

In explication of these iwo categories a representative list of
AECT goals has been cited and some exemplary activities and/or
stratcoies related to those goals have been given.

The same goals apply to the second leadership function as applicd
to the first. However, when strengthening and/or maintaining the
organization is required, diffcrent kinds of leadership (at some or all
levels) are required. '

Again, these thoughts are not to be viewed as all-inclusive. This
is a working paper, and as of this date, it is not considered comy.icte.
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SELECTED COMPETENCIES WHICH SHOULD BI:
DFEAMONSTRATED BY EDUCATIONAL LEADERS

Committee 5 members:

Dav.a Bender, Recorder Gerald Robison
Philip Carlock Robert Wohlford
William Cuttill
Theodore Henry
Nina Martin
‘osita Mena

Resource Person-

Harold Hill

INT 2ODCCTION

=

The concept that the charirteristics of lecadership arc basically the
i thar certain competencies are necessary for

same throughout socicty o
cifective leadership in as. ioution influenced the scope of this state -

ment to encompass the eatire ficl of cducation.
11, DEFINITION

mmpet ency

A competency is a s-ill which can be developed and is manifested

in performance,
ITf, THREE SKILL APPROACH

AL Human

Leaderts ability to work cffectively as a group member and to
build cooperative effort within the team he leads,

3. Technical

Leader's understanding of, and roficicncy in performing, a
ol ) t

>ecific kind of activity, particularly one involving methods, pro-

75 82
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cedures and techniques.,
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Co Conceplual

leader®s ability to perceive the system as a whole; it includes
recognizing how the varvious functions of the organization depend on
one another, and how cihanges in any one part affect all the others;
aved it extends to visualizing the relationship of the individual unit
to the field, community, and the political, social, and cconomic

forces of the nation as a whole.

Iv. IDENTITCATION OF COMPETENCIES DEEMED DESIRABLE FOR
EDUCATIONAL LEADERS

A Human ('?()mputun cies:

Lo Ability to work with lcaders of other units and express the
potential and capabilities of the unit.

2. Ability to function effectively within the diverse stated and
unstated orpanizational systems.

3. Ability to act as a catalyst to provide innovative ideas, moti-
vation ror their aceeptance and a mean.s of facilitating their
Implementation at all levels.

1. Ability to organize individuals into a coherent productive

body, taking into consideration all the «lements which enter
into the relationships between thesc individuals.

5. Ability to express his and th. organization's position, ideas,
and needs to concernced individuals, while also providing the
means for the organization's membars to interact so that
their positions, ideas and nceds are considerecl.

v, Ability to communicate the [ield's goals to the administration,
the community and other political, social and cconomic forces
for the purpose of gaining support.

B, Technical Competencices:

i. Ability to make choices from several viable solutions bascd upon
the necds of the situation and the leader's knowledge, past
vuperience and professional judgment in order to assure optim: |

restlts,

2. Ability to initiate those actions and/or processes necessary to
achieve the goals and objectives of the unit.

bility to organize and distribute information by various com-
munication techniques,

(w3

4. Ability to maximize a group's ability to accomplish specific
goals by organizing available human and material resources
into a functional whole to wchieve optimum results in accom-
plishing specific goals,

83
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Aty to mieasure the de - I success tnattaining statod
\ I

voars and objectives,

«, (I()nu‘mllal ConlBl‘lun('i 'y

Lo ADbIHy o miake tentative assumptions in order o draw oul and
test their fovica’ or cmipivical Consequences,

S Abhthity o o e s cerarelated parts or clemaonts to form the
whol o

oAb to provit e oy operational model for achiceving those
identificd need cciorities, poals and objectives in a specific
sitiation with o provision for continuous asscssment.,

4o ADbity to study ferrelationships, mecasure progress, review
policies and procediris, ace apply appropriate data collection
and measuremen e s,
RIECOMMENDATIONS I°C SEMENTATION OF LEADERSHIP

DENELOPNMENT IFOR [i... MEDIA PROFFSSION

sognizing that many persons already possess in varying degrecs,
1 s competencies necessary for leadership, AECT should under -
. - responsibility to identify these individuals and to assist them
th raoiner developing their skills, - By such a program the field will
develop a mwethod for supplying the effective leacders needed at all levels.,

Many cfforts have been made to develop a system which can be
adapted to enlarge or enhance leadership within a group. We recom-
mend that the following factors be consideread:

AL Tioals
The objectives of the program need to be explicitly defined so
that the individual ¢clements can be viewed as a whole., This visual
representation of parts will permit continuous updating. The goals
should be stated in terms that facilitate measurement of progress

and/or end results,

B, Naturce of the Learner (leader)

Each learncr (leader) possesses certain unique capabilitics
and/or competencices. Mendel Sherman recommended that the
program planner take into consideras.ion such variables as sclf
Imagc, aspiraticn refercnce groups, necds, biases, learning
styles, ete. This provides the learner (leader) witlh more oppor -
tunit  to rcach his full potential,

31
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G.

f_;i_)ﬂil‘lllA

The program should facilitate training which will provide
competencies for functional leadership. The content prescribed
will vary according to the individual and group nceds.

Resourco:

All available learning comiponents shall be considercd as
possible tecaching resources. Once should consider people, print
and audiovisual materials, equipment, community facilitics,
money, cte, Kacn dtem should be carefully sclected for its unique
contributions to the learning situation. Major concerns should be
diversity, appropriateness, and richness.

Merhodology

The method by which the information is presented to the .. ...
student must be carefully designed. Various teaching strategics
suitable to th: learner should be examined and considered.®

Evaluation

Every attempt should be made to measure the growth of the
individual, baser! upon his own performance and not thosc of the
group. There shouid also e a continuous assessment of the pro-

grams and their Tectiveness in mecting the individual's neceds.

Organization

"Wiile room needs to be made to ensure independent func-
tioning, many personal powers require the presence of others in
the picturce for their proper development. The isolation booth is
an inappropriate site for the larger learnings. ' (Leeper, 1971,

p- 30) For further information on this point ‘eec Report f2.

Analysis of Leadership Qualities

In any leadership development program, a lcarner analysis
must be completed for all pariicipants. Many instruments have
been designed for the measurement ol leadership qualities and
skills. Examples of some which might be used are LPC (Least
Preferred Co-Worker), Porter-Maslow, ASO (Assun:~d Simi-
larity Between Opposites), Measure of Position Power, and LBDG
(Leadership Behavior Description Questionnaire).

Onrc will find upon administration of such instruments ‘hat
cach potential leader will already possess many desirable
N
Ry
8
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Pl means then, that the content of traming propgrams must va ry
toomecet the needs of the individual tearner., We sugges' ot apro-
priate content for feadership progra ms should include the compe -
tencies outlined in this report, as well as other competencies which
are unique to & particular leadership position.  The learner enter-
ing into a program following this design should be able to select
only those arcas in which he is deficient or needs to develop pro-
"i('icllk'\]',

[ Recommendations to ARCT
Seefiiiwender N s to Akt

As a professional association, AECT must take a leadership
rote in cxpressing the unique need. ol Educational Technology to
thuse avencies concerned with designing emergent leader training
nrograms,  As the training becomes available, AECT niust ptoevide
means for implementation at both the pre-service and in-scervice
train g Jevels. Some activities which have been found offective

are:
1. Demonstration Teams
tmonstiilo
AECT should develop a list of outstanding resource per-
sonnel in vach region. These people would be called apon by
ary group (service, religious, cducational/profcssional, state)
inthe region, to supply effective tools, resources and tech
niques for the i mentation of tech wiony.
2. Workshops

AECT should plan, develop and ‘mplostient or coordinste
the planning, development and implemaenoation for a series of
workshops, or guidelines for them, v, be made aperafiona! ot
varioys levels,

3. Sclf-Instruction Packets
—— T —,—_—,— e ——
AECT shouii make ayailable pauvkets of ma‘erials which
arc designed to provide the learner with self-instruction CNper-
iences,

4. Conferences/Seminars
ierenctsroeminars

AECT should incorporate within s provram s¢  sex-
sions devoted to deveio g leardership si-iia.

S, Chearipghouse
e ringne ey
AECT should collect information relative U pre-ser oo
and in.gervice training programs which have been ¢ oler in
€y
G
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other localifies, repgions, states, or countries. ‘This informa-
tion should be dissceminated to groups interest . i1 leadership

trairing,
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RECOGNIZING, NURTURING, AND REWARDING POTENTIAL/ EMERGING

LEADERSHIP AS I'T' PERTAINS TO ARCT

Committee 6 1 acmbers:

Lavry Alexander Robert Peshall

John Battram William Quinly

Kay Crandall Guy Schilling, Chairman
John Miller Carolyn Skidmore, Pecorder

INTRODUCTION

In the study of lradership during recent years, the dominant trend
has been to explain leadership in functional/situational terms. The
¢mphasis of this approach is that leadership is specific to individual
members of a particular group, situation and rime. It also stresses
that leaderst p responsibility is shared by group members in carrying
out the various tasks. Ve accept the fact that informal leadcrship can-
not exist without some type of group acceptance. This committee, how-
¢ver, perceives functional leadership as a form of informal influence
upon the group by anv member of that group. In a group of unwieldy size,
there must be a formal leader - one who repr  ents the large group and
provic s leadership (in a formal sense) of a kind which will allow func-
tional - wdership to take placce

To exemplify how functional leadership (informal) and the structured
type of leadership, of which we are speaking, work together, let us now
look at a typical board of directors.

On a board of dircciors there is usuall. a chairman cad scveral
other memberc.  The chairman provid.s o a2l Icadership in callir .
the mecting.  Cnce the meating has begun, functional zadership may
take over and operate until either chaos occurs or it is time to adjourn

the meoting.. -

This comm®iee is dealing witii the formal leadership (cxemplified
above in the cha:rman of the board) and in no way denics either the
existence of nor the desirability of the informal, or functional, type of
tcadership. The concern of this committee is the formal, structural
form of leadership which holds together  naintains and/or strengthens

large groups such as AECT.

Within the scope of tormal group functions and activitizs in AECT,
there are individuals who emerge to influence tl - movement of the
orpganization toward recognized goals. We acknowledge the probability
that these leaders have some d  'inctive personal qu-lities wiich scrve
to expedite their smovement into, «ad augment their coffectiven.ss in,

89
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F—t

vavc Tormal leadership roles, However, our present instruments do not
yet provide adequate knoviledge on what these qualities are, nor do these
instruments tell us the best combination of qualitics in specific situa-
tions., We also recognize that situational factors deroand the exercise
of varying patterns of behavior from the leader, We do feel, however,
th 1t the developing icader . potential leader can be avsisted through

advice and support {rom his peers,

The development ol feadership capacity is an internal process aned
cach adividual must assume the development of Teadership in self.  How-
ever, the attainmoent of lcadership positions may be facilitated through
the possession of certain skills, such as thosc of management, .. . thesce

skl con be obtamed through training programes,

A basic assumption is that some of the leader s affribulcs which
influciice group performance in one situation watld atso characterize
him in other situations with like effects. Further, we recoenize that
changing situations and tasks will place varying demands upon the dif-
ferent abilities pe aessed oy the leader.

‘denfification of potential leadership must be considercd as a

4 process which acknowledges:

Ao That an individual might create his own avenues to lcadershin within

a given orvanis. tion and in a Jiven situation;

2. That chanuing situations ar - are factors which might reauire

the exercise of unique pattere ol leadership qualitics;

L The significance of given time and place factors in the enercisce

of leo fership;

D, The desirability of using a leadership identification torm.  (Thesce

forims can be developed or dopied from a .oro nunmber of such

lists already availab' in the Fterture., )

DIV INITION OF Tl NS

A Recuoonitic . covly awar qess of porenting and cinvrpir o leadership,
B, Nurtur.: Fosiering, oo oo caging and oo iding conmrinuing leacder -

ship opportunitics at t1. . scveral fevels in the orenizationn] sLruc -

frrre,

Achnowledying Jmonst rated leadership by procrams

"~ v e Tt

award aad supnort cstablished for fhe purmhosc of crcouraring

cmeraine e ,

20
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D, Potential Leadership: Leadership w!ich is dormant or undeveloped

but identitiable by a recommended checklist and by observation, It

also includes leadership which has been d monstrated in other ficlds,
Loeo, church, politics, scrvice clube  ete. and is potentially trans -

ferrable to the media field.

. Emcrging Leadership: Leadership withia tie media ficld which
has been demonstrared at a beginning level, i.e., local institution

ot local chapter of srate association,
111, RECOGNITION OF POTENTIAL/EMERGING LEADERSHIP

A, Tools tor Identifyine Poﬂt_g_-_nﬂ_tial/Emc reing Lica dership

Recognition of potential and emergent leaders has been scien-
tifically studied by many scholars and groups. These studics hawe
produced several leadership evaluation scales such as the Steps
Toward Achicving Leadership and Region VII Leadership Matrix
Profile presented on the following pages (Figures 1 and 2). Sclec-
ted scales or checklists may he used as one to: ' in the process of
becoming aware of potential leadership qualitics in individuals.
Most of these scales include a number of such key items as:

(1) ~~rsistence;

(") knowing how to get and usce
exp rtoaelp;

(3) delecating authority;

(1) ability to analvec 2 problem
accurately;

(5) attend to detail;

(6) mobilize avail.ble resources,
and

(7) toilow a task ‘o completion.

GR.UP ©

', Pathwa. : to Positions of Leadershin

Pot.-ntial and emcorgent leaders may be recugnized al various
staces and levels of development in an orcanization. This - oy -
rition may be facilitated in croanizations clear paths for leader-

saip development ez,
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REGION VIT

LEADERSHIP MATRIX PROFILE

Qualitivs

0

Possesses required compuetenciern
Gommitted to orpganizational goals
Dedicated to organization
Possesses growth potent ial

Has personal motivation

Is able to analvze

Is able to interpret data

Is able to generalize

Can draw conclusions

I's able to project trom data

Is able to plan systematic approach
Can listen

Can observe

Can participate

Can categorize

Can summarir

Can relate ar persuade

ian project nositive approach
can provide goal direction
Possesses insight

Can elicit involvement

Ccan or-anize time

Is der -ndable

Te flexible

adapts to situational! demands

Treats critici m objectively

Is consistent and systematic

Accepts responsibility

Demonstrates competence through past
performance

Can nuke decisions

Is enthusiastic

lxhibits positive approach
I'splays good personal appearanre
(Can persuade

“+ins pecr group acceptance

Possesses sense of humor

Demonstrates interest in organization
as self confidencs

Demor .rates initiative

Is willing to accept responsibility
Is friendl

Is creativ
Can maincain emoticaal stability

v
&3

FIGURE 1

g
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STEPS TOWARD ACHIEVING LEADERSyyp

[
1~

o
(%21

[

27.

(F~ample of a Tool)

of

Adapted from Winhart, Tecuiiﬂggf,f-Lg§ggfﬁbiR

Stimulate people to want to do things
Study subordinates - How they tick
Practice good listening

Use constructive criticism

Criticize privately

Praise publicly

Show consideration for others

Delegate responsibility to others

Give credit where it its duc

Avoid domineering aititude

Be interested in and appreciative of otherS
Direct by suggestion rather than by orders
Do vou explain your requests

Sharc plans early with subordinates
Practice standards set tor others

Accent the positive

Be consistent

Have confidence in »rople

Concerned with subordinates

Admit vour mistakes

Fxplain whv when others ildeas are refused
Aware chat people carry out their own ideaS
Fvaluate what you say before =aying it
Accept moderate "complaining' (griping)
Able o tell others thei, importance

Able tou offer subordinates goals

Efficientiy communicate ideas to others

FIGURE 2
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Never
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[ Attey cerving o the Mtop Yy leade s should b dedicated Lo
csnsting cmerging Jeaders. Also, the other levels within
the argacizoooon choald provide avennes which take maxj-
munyadvantase of the "returning ' leaders! special mterests,

tarleanes e ol e,

2 Apoo tment by Nasociation
TWho ovou o not pocessartly, Uwhat you know', hasg
ey instonces heen the stepping-<one by which individuals
ovec e ceived thedir mitial or advance:s secognition, Howewver,
Proush frequentlv abreied, this tnetbod of recognition can serve
Araoawedee toe dhe crnerere begnde e,
=t iationn! 3 o0 aitien
Recowttion hy one oo supervisor or employer af the ingti-
Pt b tevebas o ftal o ctor or step alonn the "pathway of
Feadership, © Without this recognition, which might include
release time, travel pav, o coretarial or other clerical assis.
e, clos, anany potential feaders would find themselves
Taeonpa hick wall with no open door,
-4 Extvaccurviculor Teadership activitie:

A NURTURING POTRSTIAL/ BEMERGING LEADIRSHIP

I the provent context, fo mcture means Lo foster, encourage and
provide coportmities ¥ continuing teadership development at the var-
oo levelsin the orcamcational siructure.  If cur organization is to
bring forth wnd encourace dyniomic teadevship, a visible and systematic
program of teadershiyy develupment nust be functioning.  Such a pro-
arars should cony asie the recugnition and nurturing of potential leader -
ship from ontside ARCT which can become a vreat asset to the organi-

sation,

The collowing e tact ca 0 he cone lered in cstablishing such a
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v,

C. Peoersonal cxpression

Potential leaders need the opportunity to be heard and to know
that their views are considered. Such communication fosters the
development of positive self-images as well as a feeling of being an
intepral part of group functioning.

D. Inducement and example by mentor

' own supervisor or

The mere fact that the behaviors of ones
leader reflect quality and professionalism serves as a significant

nurturing factor. - -

E. Exposurce

Potential leadership often experiences growth by planning
projects where cach individual demonstrates his qualities thereby
increasing his visability.

¥. Recognition

Special attention should always be given to meritorious

service.
G, Training

A strong training program should be initiated to provide the
ncecessary management skills that will enhance leadership develop-

ment.
REWARDING POTENTIAL/EMERGING LEADERSHIP

It is an established axiom that those who labor must be rewarded.
To encourage the development of potential leaders, the profession must
establish a system to acknowledge contributions to the discipline and
provide additonal opportunities for growth.

Committee assignments and other professional responsibilities
must be available as a reward and to test the me'tle of the emerging
leader.

Thesc assignments provide opportunities in the profession and
recognition in the educational system to encourage support through
released time and funding.

The present national committee structure does not encourage a
maximum number of emerging leaders to achieve these positions. For

N
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some time, a small contingent has been given all of these assignments.
Room must be made at the top by limiting the number of uational com-
mittee assignments given one in:  idual and encouraging turnover in
the composition of committees,

Some supgested rewards to encourage emerging leaders ave:

A, Assignment of appropriate responsibilities,
B. Assistance in procurement of favorable employment.
C.  Recognition by and association with others in the field.

D. Invitations to participate in special meetings that compliment
his status.

.. Recommendations for consultant work for extra renumeration.
F. Special recognition awards.
G. Recognition through various news media.

VI, CONCLUSIONS AND RECOMMENDATIONS

In defining a process for recognizing, nurturing and rewarding
leadership we have made the following observations, which in turn imply

recommendations for AECT:

A. Establish a process for recognizing emerging leadership at
the local and/or state levels. This process should be avail-
able to affiliates on a recommended, yet optional, basis.

B. Be continually concernecd that the following facters for nurtur-
ing emerging leadership are present and available at all organ-
izational levels: finance, time, encouragement, two-way
communication, visibility, and reward.

C. Training opportunities (leadership conferences) be continued
to foster and nurture this emerging leadership.

D. Plan a program of reward and recognition to make the seeking
of leadership attractive and worthwhile to emerging leaders.
Some dimensions of such a program should be:

- exgressions of appreciation to individuals

- expressions of appreciation to employing agencies

- advancing assignments, e.g., to committees, com-
missions, task forces, and as conference evaluator
or writers of position papers

- professional status enhancements (awards, special
mectings, etc.)

- recommendations for consulting assignments

- publicity (press, radio, TV, professional journals, etc.)
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VII.

2. Fncourage emerging leaders to aspire to national participation
and lcadership through a publicized program of rotating mem-
bers into all levels of AECT.

F. Plan a program of regular review to insure that the paths of
lecadership arc open and will remain so.
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Appendix A

These arce the conc-rns submitted by the delegates to the 1972 Okeboji
Confercnce. They were distributed at the opening of the confercnce
and will be used by the Planning Committee prior to the conference to
help formulate the discussion subjects.

LEADERSHIP DEVELOPMENT FFOR THE MEDIA PROFESSION

1. DAVID R, BENDER (Ohio)

1. Who has the esponsibility for providiug leadership development opportunitics for the media
professional?

[, Where will leadership development training sessions take place?

1l What arc the implications of leadership development for both pre-service and in-service
training ¥

V.  What type of development opportunities will be provided?
V. How uften wiil developmental programs be provided or will the programs be on-going courses?
VI, What criteria, if any, will be used for identifying leadership qualities and/or characteristics?
When and where will this selection process be done? . . .
VIIL.  What are the implications of leadership development for differentiated staffing patterns?

VIII. Sheuld all media professionals be exposed to leadership development programs?

IX. In keeping with last year's theme, what effect will this type of development have upon the
acccu. 1bility concept for the media profession?

X. What role can State Departments of Education play in leadership development for media
personnel 7

X1. What effect will leadership development in the media profession have upon improved learning
opportunitie: for boys and girls?

8]

JACK BLAKE (California)

Leadership demonstrated by media professionals manifests itself in several areas of professional and
personal endeavor. For our purposes, the two areas of greatest significance to this theme, I believe,

are to be found in the leadership demonstrated by members in their paid career occupational-professional
roles on one hand and in their voluntary professional organizatior participant roles on the other.

Understanding these two areas of leadership is important for while they may possess similar characteristics
«nd require similar leadership qualities, they arise from different systems of needs and motivations.
Furthermore, leadership in the occupational-professional arena nearly always implies the exercise of
related administrative responsibilities. In the professional organization this implication is equally
important although not as often true.

Both leadership and administration, therefore, must be exercised by the leader, and this is where
conflict arises.

One of the major concerns, then, is how the built-in, self-conflicting natire of leader-administrator
behaviors can be recognized and dealt with in leadership development.

James M. Lipham brings this concern into sharp focus since he defines leacership and administration in
dualistic and opposing roles.
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Leadership is defived as:

“ . {he initiation of a new stucture or procedure for accomplishing. .. or for changing
a0 organization's goals and objectives. .. the feader is concerned with initiating chu’é&cs
in established stuctures, procedures or goals; he is disruptive of the existing state o
atfairs. "

Administration is Jdefined by Liphim as:

¢ .. the utilization of existing structures or procedures to achicve an organizational goal
ar objective .. the administrator is concerned primarily with maintaining, rather than
vhanging, eotablished structures, procedures or aoals. Thus, the administrator nay be
viewed s stabilizing force.

To turther ilustrate the dual nature of leadership, add this definition by Anthony Saville:

“Loadeship may be defined s a process of structuring, organiving and guiding a
Jitwation so that all members of a group can achieve connmen goals with a maximum
evononey, and minimum of time and effort.  The smoothness of the administrative
process depends upon these concepts meshing to permit a workable, functioning
jattern of operation, " -

One discevers in these definitions that leadershiy is not to be considered apart from administration;
that the activity of lealership encompasses activities of administration, and that administration docs
not occur without teadership.

In a rapidly changing society, the need for leadership which mceets the demands of change is apparent.
Leadership which operates only to maintain the status quo of institutions and organizations fails in the

test of leadership nuder consideration.  Nevertheless, where there is leadership, there is also admini-

stration,  Therefore, these concerns:

1. What are the processes that cause interpersonal conflicts or conflicts between different
divisions or levels in an organizational hierarchy?

r

What are the determinants, social-structural or otherwise, of such interpersonal and
interorg.anizational processes?

3. What are some of the mechanisms that can be brought to bear to resolve the consequences
of interpersonal or interlevel conflicts?

In short:

4. What are the skills, attitudes and concepts that a leader must utilize if he is to become
a successi] change-agent for goal improvement and attainment in his organization?

References:

Lipham, James M, ‘'Leadership in Administration. " In: Behavioral Science and Educational
Administration, 63rd Yearbook, NSSE, Part II. Chicago: University of Chicago Press,

1964. p. 122.

Saville, Anthony. "Conflict: New Emphasis in Leadership. " The Clearing House,
September, 1971, Vol. 46, No. 1, p. 53.

PAUL BRANUM (South Dukota)

The word leadership carries with it the connotation of followership; for without followers there cannot
be leaders.  Without leadership a group becomes a mob.

When do leaders emerge? Usually, a good leader was once a good follower. A follower recognizes a
neud in others around him and attempts to fulfill this need and in so doing becomes a leader, This is
an accidental leader. In the past most of the leaders in the media field have come as accidental
leaders, but we can no longer afford the luxury of accidental evolution of leadership. To function in
the role of 2 good follower or leader, one must have the courage to assume the accountability of the
group, An organization which permits the promiscuous abdication of respcasibility cannot exist. Only
those organizations which hold themscelves accountable for their actions will gain the prestige with
which to attract more followers.
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5.

My concerns lie in the ideniification awd the encouragement of potential leaders entering the field.
These concerns can be broken down into three primary catagories:

Lo ldentification of the signs of leadership,
2. Encomagement of those people exhibiting those signs.

A0 Identitication of the time for one to stop teading and to assume the role of follower.

HERBIRT BR/ASILMAN (Pennsylvania)
The paradox of @world changed mightily by technology, especially comnunications technology,

aud an institution=ceducation-changed little, if at all, by communications technology is the basic
problem. Leaders mnst be nurtured or developed who understand and can solve the paradox.

Such leadership has not been in evidence except in the most restricted sense in isolated pockets of
change. The Broad hased support of socicty needed to bring about institutional change reqguires broad
based lTeadership witl an undesstanding o not only technology but of the educarional institution and
how and why it functions as it docs,

Great statements of philosophy have been made by practitioners in the field of ECT but they are not
reftected in the greatest statements of phitosophy - the budgets of our schools and colleges. Instruc-
tiomal Technology i+ still primarily fn the lip-service stage of developmient with just enough appli-

cation to keep it on the oater fringe of educational change.
If there is one overriding need today it is for real leadewship to translate the broad long-range goals
of Educational Communications Technology in terms which permit its implementation on an effective
scale.
JERRY BRONG (Wushington)
L. A learning society--what's the future for the schools?

As education continuces to function as a formal agency there are alternatives to that
agency developing us other means for formal learning.

. What is the prognosis for the "school" as the 2ducational agency?

2. How can the alternative educational institutions, whether they be formal or not,
be »~mployed to improve the total learning environment of society?

3. Is control of these alternative educational agencies desirable? If so, how can it be
accomplished ?

B. Education is changing. Lcarning is receiving emphasis while teaching becomes secondary.

i. What is the role of the professional association, local and national, in affecting and
e

directing change?
2. How can the professional assume an active part in designing for change?
1. Definition of what consiitutes the media profession is essential.
A, How can the definition be developed? Accepted by these affected?
B. How important is agreement on the definition?
C. How can state aftiliates build its "professional” group based on the new definition?

mn. What is the noew role of associations, national and state, in PROFESSIONAL development as
opposed to WELFARE development?

A, “'-wocan stat. aifiliates provide learning experiences to enhance the professional compe-
tencies of its members? Of non-members?

B, How important is certitication of media professionals ?

103

101



O

ERIC

Aruitoxt provided by Eic:

(continued)

1. Should certification move beyond the schools?

2

Is there a contimuing legal base for non=competencies based on certification?

3. If certification is jmportant how about accreditation of the institutions training the
media specialists?

A, Who shall accreditate in the media field?

b. If acereditation relutes to certification and certification is on a competencices
base how can accreditation be effective?

C. How can und should professional associations assume an active role in the establishment
of national and state (possibly local) legislative priorities?

1V, The media profession, learning resource profession, instructional design profession, is an
amorphous set of opueriational definitions. Many "professional” groups claim the profession.

A, What is the foture of inter-association relations? (i.e., AECT-ALA, AECT-ASIS,
AEC T-rescarch gronps, etc.)

R.  How can inter-association activities be used by the profession to cause an improvement
of the competencies of the members of the profession?

C. How can associations change to adopt new socicety objectives? Do the associations reflect
the necds and desires of society? The professions?

D. How can the AECT (and state affiliates) be strengthened to have greater influence on the
professions and the educational activities in our country?

DERWYN DAVIES (Canada)

Implicit in the guideline papers and the questionnaire is the view that leadership, like behaviour,
exists in some amount and can be measured. It is pertinent to ask how it is that a society which
ostensibly stands for equality and the individual, nevertheless promotes concepis which are strikingly
close to clitism. Where are the fundamental questions about the dynamics of groups and organizations?
Do imaginative and vital happenings occur in schools as a direct result of the skills, knowledge and
attitudes of the "leader"? In every case? An example which springs to mind is A, S. Neill - surely

a leader in the field of education. But has he shown leadership?

Perhaps to cite such an individualist as Neill is inappropriate in considering an organization and the
necessity to be effective in and through that organization. I cannot help feeling, though, that everyone
is, with great determination, turning their backs on the mavericks and looking instead to our modern
cult: the awesome corporitte enterprises, wiclding tremendous power and influence while actually
managing to function. 1 think we should recognize the germs of truth embodied in Parkinson's Laws

and the Peter Principie. before we adopt too much of the image of the high-powered corporate evecutive
as a leadership figure. Lessinger claims that were education subject to the same stringent facts of busi~
ness life as corporations, we would be bankrupt because we have a 25% failure rate. I suspect that the
proportion of, say, GM car buyers who are perfecli, happy with the product is about the same as that of
parents completely satisfied with the ceducational system.

But is business an adequate or cven a proper model? Arc the qualities which enable the rising executive
to become Presicdent of the corporation appropriate to the educational scene? What, in fact, are the
qualities, and do they include a nose for power and self aggrandisement, rut.lessness #nd politi.al
acumen?

The administrative structure in our schools and school systeis is based on the assumption that this is

the way to provide for effective educational leadership. = think it is fair to £ y that, at least for a

large proportion of schools, the leadership somehow does ot n: :terialize, cr does not resuit in exemplary
schools. Will discussion on the qualities of leadership tal. . -onest look at the [iustrations « 1 criticisms
which exist?

I am not sure whether an emphasis on leadership as a nccessary conponent in a dynamic of change may
not be counter-productive. Someone has pointed out that leadership implies "followership' - the former

are few and the latter are many. Can edncation be carried out under 2 management approach which
implies a second class status for the mnany? What effect does this have on onr students? On the one hand
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we urge critical thiuking, personal respansibility, democratic vatues; but we set up astractare
which proctiaims something quite different,

Qr is true leadewship, tke art, «<celf-cffacing?

ROBERT A, FISCHER, JR. (Covnccticut)
Obvionsly there are tecionigues of leadership, management and organization that should be the concerns
of a conference such as this.  However, aren't there philosophical considerations which give direction

to the technigues? Without knowing or considering what we stand for, techniques by and of themselves

can lead in any dircetion. It seems to me most impartant that we should address ourselves to the topic
of che direction our leadeship should be leading.

.
Too many of our alteged Teaders, in the writer's opinion, have been ready, willing and able to aid
and abet any fud, cliche or trend, to the possible long-range detriment of learners und Iearning.

As Bob de Kietfer said in his DAVI President's address to the Third Lake Oloboji AV Leadership Con-
ference, ', How can we train leaders, or even recruit them, without sound purposes and objectives
which will give dérection to their thinking and development? I commend, therefore, that considerable
serious thought and attention be devoted at this, . . Lake Okoboji Conference to the termulation of basic
philesophy, policies, and objectives which will give strength and meaning, not only to Ui field, but
can be readily understoad by the masses of people and groups whom we profess to be serving. "
HAROLD E. HILL (Colorado)

L. Differences, if any, between leadership "requirements" in media field as opposed to otners.

A, Has it been established that there are such differences?

B. 1If so, what are they?

C.  Whut specifics in leadership training methodology are needed to fill these different
and distinct needs?

D. How might these mecthods best be applied?
1. Leadership characteristics.
A, Cun these be adequately defined?
B.  Are they largely genctic, or can they be readily ucquired?
C. How do we recognize these characteristics among the young people in the field?
i Leadership development-~how and where?
A, At the national tevel,
1. Okoboji or similar experiences?
2. Involvement in positions of responsibility in AECT?
B. At the regional level.

1. Should regional meetings try to imitate Okoboji, or should special goals and
techniques be established for these meetings?

]

What is the best typ: of organization and structure (and geographic basis) for
regional meetings?

C. At the state level.
1. How should young ieaders-to-be be selected?

2. What is the best method of involvenient in state activities?
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3. Wil nosnal functioning in a position of responsibility, mnder guidance of .hecse
eho have "been there' suffice to prepare these people for larger roles at tegional
! nationas level, or should special workshops, seminars, or other teclniques be
entablished to foster and develop Teadership at the grassroots level?

0. Lothere any wiy to assuee that at least some of the people who start up the ladder hinted
at above will wctialy continne upward, ov is this currently based on happenstance? Is it
mote aceidental than planmed that national leadership gets where it is? How do we at least
partially insure that gradual leadership development, throngh varlous stages, will "pay off, "
o that we do ot utiss those who have been so trained and pick in their stead some vrho
Yhrow the right people, " Mare in the right place at the right tme, " ete.

HARLAN [, JENSEN (Minnesota)

[, How can wood leadership potential be raentified and then developed into effective leadership
pales that are needed at all levels of media?

I, tlow can cducational leaders be propaved intellectually, potitically and institutionally to take
sdvantyoe of and alse fimprove upon the many opportunities in education?

HE.  What role should educational Teadership take in developing the cooperation and coordination for
these who re responsible for the development of "hardware™ and Ysoftware" instructional materials?

IV.  In asociety where the rate of knowledge s increasing at a tremendous pace and where change
per se appears to be a positive value, is educational leadership being developed that can adapt to
the ever increasing demands placed npon it by that society.

V. In an e1a where the machine and the computer comprise much of the labor force, will present
miethads of Teadership be capable of guiding our society in the future?

V1.  In any organizatior, whether it be corporate or educational, a crucial need is for people to
cooperate with one another. How can leadership be developed to create an internal atmosphere
in which initiative flourishes?

VII. A problem faced by education leaders is the resistance by teachers to accept technology into
the educational process on the premise that it will dehumanize a very human process. How can
this resistance be broken down?

VII. A very pressing problem in education is school plant design; that is, deciding what function

the building pluys in relation to how people are taught. A leadership functisn will be the aware-
ness of the relationship between school design, curriculum and instructional methods.

JAMES R. LAWSON (Cu'ifornia)

From all indications the United States and the world are undergoing a social revolution. Thought and
action have turned teward human interests, values, and dignity evidenced by the prevalent concern for
the social probtems of mankind. This is happening in an era of great technological achievement.

The social revolution has given birth to a new "spirit of criticism of v:1lues"1 which transcends all
scetors of society and all potitical, social, economic, and cultural boundaries. Whether in the form
of pnblic accusation cr self-criticism this new spirit is "made possible by a freedom of information
such as no civilization has cver tolerated before. "¢ Man's technology has brought to him this accessi-
bility of infer nation as well as "a conviction that man hq; become the tool of his tools, and that he
nust once more Secome an end and a value in himself. "

The exponential 7ve of change in man's technelogical capabilities appear to be beyond man's compre-
hension, and to him, appear to be incompatible with his thoughts and aciions for human interests, values,
and dignity. Thus, two forces, man's dignity and man's technology struggle for dominance in an environ-
ment polluted by information and 1apid change.

In reaction to sucietal revolution and the evolution of technology all sectors of society, public and
private tind themselves in a state of nietamorphosis, seeking new goals, new organizational patterns,
new relatienships, and new leadership.  The majority of the public believe that the private sector of
business and irlustry have a moral obligation to help other major institutions ‘o achieve social progress.
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Consonant with the revolutionary social change taking place, business and indust-y in the WS, appear

to be entering a new era which is bringing ahout chaunges in its nternal and « tternal character, The
public's expectations of hisiness und industry is broadening and the newly cmerging and (till amorphous
responsibilities that business and industry shonld assume, to become broadly involved in ;1ftivcly improv=
ing the soctal environment, have yet been given the attention of educational leadershin,

Educators have historically and traditionally assimed a low profile in the leadership of our soclety;
assiming a reactive rather than a proactive position. At a time when soclety is moving through a com-
munications revolution, a time when man's technology has brought to him a freedom and accesslbility of
information such as no civilization has ever tolerated before and at a time when the government and pri-
vitte sectors of socicty are redefining thelir goals, new organizational patterns, and new relationships,
cducational leadership is essential, Needed are forceful, dynamic leaders who can demonstrate success
in reforming large institutions and interact equally with leade.s in other sectem of society, both public
and private.  This leadership must reflect a proactive stance in contrast to its past reactive stance.

More importantly, that leadership, could and perhaps should come from the emerging educational tech-
nologist movement in cducation. It is my concern that strong leadership be developed within the field
to interfice with the leaders of government and busiuess and i dustry.

References:

pp. 14=31,

Committee for Economic Development, Rescarch and Policy Comnuttee.  Social
Responsibilitivs of Business Corporations, (A Statement on National Policy) New York: Com-
mittee for E-nomic Development, June, 1971,

JOHN B. LOUGHNANE (Massachusctts)

I.  Why are we developing leadership?
A, Nuational?
R.  Sune?

<. Local?

II, Does leadership development differ at cach level? :
I, What makes a good leader?

A.  Skills

B. Knowledge

C. Aptitude
IV. Is a need for leadership development present or will leaders evolve nat:rally?

V. Is leadership development of the wedia professional hindered by public school and university
media professionals being members of the same local organization?

VI.  Should ABCT develop leaders?
VII,  What opportunity is available for a state leader to become a national leader?

VIII, Do we destroy good prospective media professionals through our democratic leaucrship
development?

IX. Is today's lcader equipped to handle tomorrow's problems?
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The term MeaderhIp! has wide corrency in digcussions mong profesiionals in the tield, and yet a
variety of practices attests to the tact that theee ds wide divergence among preseat Leaders claliming
to ofter this commadity.  Each | erson discussing this elnsive entity waally does 50 in terms of their
own special segmeni with which e fs fmcditely identiffed.  As a vesult there exist many interpre-
tittions ol the word "leadership”, yet none have Inspired consensus,

While tue state of affaies is assuredly contining cnounh, the frequent failure to indicate clearly, 1f at
all, vt is s oected of the professlonal dn the ticld, in terms of leadership, tends to confound our
thinrding and diso ussions even maoe,

Accepting the notion that "leadership development” is acute and pressing, thea the most important yet
ptine ) p e } ') 3 I
most difticult concerns to define in the "leadeship development™ equation becoaes:

1. What if any are the historical approaches to Teadeship study and/or development?

b

What should the traits of @ leader in the profession be”

oI certain traits exist among leaders how can these traits be develop din any one
person selected or desiring to become a 1rader in our field?

4. Can teadership or management techniques be dependent upon a sct of guidelines or
mles?

5. What are some techmiques of leadership and/or management development?

6. Iy it possible to organize a course of study that would develop leadership capabilities
in individuals?

7. Ui a course of study could he developed what evalnative measures couid be used to
indicate those who have leadership abilitics and those who do not?

Y. Arce leaders born, or made, or chosen?
9. What is the definition of "1 adership” as it relates to our field?
10. What are the elements that affect leadership?

11. What leadership and management concepts developed in business and government suggest
methaeds or approaches applicable to our field for the training of u leader?

The purpose here was to attempt to list those concerns about "leadership” which we - and this word is
wed cotlectively = must come to conceptualize and be able to answer if we are to continue preparing

professionals in our field.

13.  ROSITA MENA (luerto Rico)
Prejudices in relation with leadership development in the Media proression:
I, Evaluation methods and improve ment opportunities. (leaders increment)

A. Media profession improvement courses had been offered.  What kind of training
is being offered”

B. What has been taken in consideration in the selection and training cf vandidates?

C. How have media professionals been evaluated? Does it provide for the leadership
improveraent?

D. Who is in charge of evaluation when the media professional is working in two schools,
cach school having more than one principai?

E.  How can a self-evaluarion be held so as to continue my leadership improvement?
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14,

1L, Fears:
A. Can wz as media professionals, help in the leadership improvement when we do not
agree with factors affecting such as job stability, program acceptance, number of
schools, and personnel to work with, and job facility? Can we help?

B. Does the number of media candidates without a media certification affect the number
of candidates and the improvement of media leadership to cover vacancies?

C. I maybe well prepared to help in the media profession leadership improvement
after attending Okoboji conference? I really wish it.

PATRICIA MONTGOMERY (Canada)

Iread the Lawson papers, the questions in the questionnaire, reflected on them over a period of time
and there is no question that leadership and leadership development are important to analyze in terms
of our profession and its contribution to society. Hence this is a viable problem for us to deal with at
Ohoboji. However, it seems to me to be essential at the same time for our Okoboji group to analyze
us precisely such concepts as organization, association, administration, executive, management for it
is within t. 'se related concepts that leadership emerges and functions. Without this conceptual frame-
work our leadership analysis would lie in splendid isolation.

Throughout the recent literature on leadership there is an emphasis on the group endeavors to facilitate
the solution of group problems and that the leaders and group behaviors are wover together in that task
which is influenced by the goals and conditior.z under which the group operates. Consequently, it is
important that we examine the fundamental nature of groups, associations, organizations, etc. as well
as within the educational context and how they relate to society. If leadership emerges in the group

to make a contribution to the whole, so the group,organization, etc. within the educational realm should
provide similar leadership and relate to society as a whole.

Academics and other professionals have devoted their careers to the analysis of these related concepts.
Indeed, for example, administration has emerged as a focal area of study and the other concepts have
been developed as major components of many academic areas. An examination of the works of leaders
in these areas shows their concern about worth of individuals, the need for various kinds of leadership -
but in terms of the kind of groups, their goals and their contribution to society. It would be useful to
have the benefiv of such expertise on these overarching concepts which so shape the kind of leadership
that is needed. Our analysis of leadership and leadership development will be meaningful only within
this larger context.

Our field must be oue of the most complex because it is so interdisciplinary in nature and reaches into
major conceptual arzas of other fields of study. This is its great strength and at the same time its greatest
source of potential weakness. This poses a problem for the profession and the professional association
because many of its members, w}ile recognizing the worth of professional concerns ani goals, feel helpless,
unprepared and uncertain of the role they ar- to play as individuals. In few professions are there so many
roles to choose from and, incredibly, many members are helpless because they attempt too many roles -
or one they haven't been prepared for. Their uncertainty reflects the problems in the profession in terms
not so much of its needs and concerns but in terms of an organization that has not developed viable
relationships with other professional organizations. If this had been done ecarlier, a member of professional
groups might have reorganized with us and we would be working as numbers of an interdisciplinary team
and realigned in different professional groupings..

I feel that our progression and our association may go the way of the dinosaur unless concerned individuals
and groups such as Okoboji systematically deal with the crucial topics on an ongoing basis. What is the
structure of knowledge in this complex field? Which professionals should be involved with us? How do

we organize to achieve defined goals? Our study teams must draw upon and link to the expertise in related
fields. We and they must study and apply the knowledge gained about organizations, management, admini-
stration, leadership, etc. If our profession and the professional association arc ¢~ be saved, expert inter-
disciplinary teams will have to be set up to examine not only the professic~al arca itself, but how it

relates and should be linked to other areas and what new organizations ne. o be ' :igned and administered
to achieve designated results. These study teams should be funded until : v have :ompleted their analysis
and made their report.

Our profession and its association is in a battle for survival. If such battles could be won by individual
interest and zeal and the worth of the cause, then we would win this battle. But the times are such that

as in military hattles, we must organize to survive. It demands expert leadership systematic on‘-gc?ing
analysis and develepment, inputs from and regrouping with related professionals and their associations.
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This kind of .tpproach raises the question as to whether we are willing to pay the price in terms of
people, time and money in order to organize to survive. We are beginning at QOkoboji this summer
and if we analyze leadership within the larger context of organizations, administration, etc., we
are off to a fl,ing s*-rt.

ROBERT R. PESHALL (Arizona)

"Lead" ership is what? Should one assume it means just what the introductory four letter word
implies? To many this is the only definition for the term. In dning my "homework" for this
conference, I became fascinated by the diversity of definitions presented for the terms leader

and leadership. 1 have thus chosen to vary my concerns by presenting a number of these, along
with the reference, so that perhaps conference participants can chocse for themselves their initial
feelings for the terms.

A, Leadership is an interpersonal relation in which power and influence are unevenly
distributed so that one person is able to direct and control th«i actions and behavior
of others to a greater extent than they direct and conirol his.

B. A leader is one who is fitted by force of ideas, characte:, genius, strength of will, >
or by administrative ability to arouse, incite and direct others toward achievement.

C. A lcader is one who can get people to follow him. 3

D. A person who by force of example, talents, or qualities of leadership, plays a directing
role, wiilds commanding influences or has a following in any sphere of activity or
thought.

E.  Leadership is a process of mutual stimulation, which by successful interplay o§ revelant
individual differences, controls human energy in pursuit of a common cause.

F. An individual is a leader in any situation in which his ideas and actions influence the
thoughts and behavior of cthers.

G. The leader must be thought of as a gyide in group experiencing, not as a dictator of
the thoughts and acts of individuals.

H. Leadership is the activity of influencing people to cooperate toward some goal which
they come to find desirable.

1. Leadership is specific to the particular situation. Who becomes the leader of a partic=
ular group engaging in a particular activity and what the leadership characteristics are
in the given case are a function of the specific situation.

j.  Leadership is the fulcrum on which the demands of the individual and the demands of
the organization are balanced.

K. Leadership is an indeterminate something-or-other that apparently exists in a variety
of i; finite forms and derives frora a multitude of mysterious sources.

References:

1. Ficdler, Fred E., A Theory of Leadership Effectiveness, McGraw Hill, New
York, 1967.

2. Wishart, Kenneth |., Tzchniques of Leadership, Vantage Press, New York, 1965.

3. Moentgomery, Field-Marshal, The Path to Leadership, Putnam's Sons, New York, 1961.

4. Woebster's Third New International Dictionary, Unabridged, Merrian Co., Springfield,
Mass. , 1966.

5. Pigo's, Paul, Leadership or Domination, Houghton-Mifflin, New York, ’ ~08.

6. Beal, G.orge M. & Bohlen, Joe M., Leadership and Dynamic Group Actiun, Iowa
State University Press, Ames, 1962.
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7. Baxter, Bernice and Cassidy, Rosalind, Group Fxperience, the Democratic Way,
Harper, New York, 1943,

8. Tread, Ordway, The Art of Leadership, McGraw Hill, New York, 1935.

9. Adair, John, Training for Leadership, MacDonald, London, 1968.

10. Knowles, Henry P., and Saxberg, Borji O., Personality and Leadership Behavior,
Addison-Wesley, Boston, 1971.

11.  Jennings, Eugenc .., An Anatomy of Leadership, Harper Brothers, New York, 1960.

16.  WILLIAM ]. PRICE (Minnesota)

I believe the most iniportant concern, as related to our professional organization, AECT, is the identi-
fication of leaders following the organr’:ations provi 'ing opportunity starting at the grass roots level for
individuals to participate. Without a participation program at all levels that is designed to provide
growth experiences, there will be no ever filling r<crvoir of talent to draw from to move into the
various leadership levels.

17.  WILLIAM ]. QUINLY (Florida)

1. Most members of AECT share a mutual desire to see the organization grow in prestige and
stature, since they share the benefits both economic and professional. Unfortunately, the
majority prefer to leave the leadership roles to others, anc the result is that the committee
structure of AECT is populated by a very limited number of members.

It is imperative that a means be developed to identify and encourage those with leadership
potential to take a more active role in the Association,

II. AECT has mide no attempt to shape the curriculum of those institutions currently training our
future leaders, nor do we accredit or identify the hetter programs. There is considerable
evidence that there are graduates from media programs without proper credentials.

Since no success has been achieved through regional accrediting organizations, AECT should
establish and enforce is own minimum standards for professionals and programs.

111, Leadership tends to emerge from a knowledgeable and concerned membership. There are
many who have drifted, or been drafted, into the field who have only the most rudimentary
knowledge of media, and cannot therefore be expected to assume leadership roles in the'r
institution or the profession. There are also veterans in the field who could profit from za
update on modia technology.

AECT should encourage or sponsor workshops and programmed presentations which can be
widely distributed to assist in educating our membership. The audio tape series by Dr.
Philip Lewis of Research Technology Incorporated is the type of effort required.

V. The ingredients of leadership are not well defined, but AECT can provide experience,

incentives and knowiedge to those individuals with motivation, personality, status, tenure,
physique, charisma and the otiier features required to L.e a leader.

18. DONALD D. ROGERS (Tcxas)

Successful leadership requires the ability to:
1. Formulate achievable and desirable objectives.
2. Design a program to achieve the objectives.
3. Secure support for the objectives and programs.
4. Implement the program.

5. Manage the program until the objectives have bec  chieved or the project
is abandoned.

While the above analysis is an oversimplification, it does provide a basis for the examination of
leadership behavior. . 1 1
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19,

20.

The unsuccessful leader generally exhibits some or all of the following behaviors:

{. Formulation of objectives which are desirable only to the leader.

2. Failure to secure support for obhjectives and programs prior to implementation.

3. Failure to adequately manage programs.
Media professionals 1ail most frequently as a direct result of their inability to adequately administer
appropriate programs which have been implemented with adequate support. These management
failures frequently can be attributed to:

1. Imprope: allocation of available resources.

2. Inadequ.ite evalvation of progress toward objectives.

3. Inability to isolate and deal with prehlems which impede progress toward the objectives.
Nothing sncceeds like success. Nothing fails like failure. Too often the media professionals' miserable

management leads tiem down the road of failure ans’ away from positions of leadership.

WILLIAM SCHELL (<alifornia)

My current prime concern related to leadership and media may at first seem frivolous. I'm entirely
serious about it, however. 1

How can we as "media people, " leaders, if you will, get other leaders to follow us? By this I mean,
most of us AV types are not top echelon leaders in the places we work. Usually we're second level
leaders. We must often move other leaders to effect the changes we desire. Yet it is my observation
that many of these "leaders" consider themselves entirely knowledgeable about our media specialty
and feel most comfcrtable charging ahead without us, seeking us out only as problems arise.

So, what can we do to establish ours as a truly professional task worthy of consideration during instead
of after instructional decisions are made?

GUY V. SCHILLING (Louisiana)

How can the goals of the organization be pursued so that individual members get greater motivation to
internalize those as their own professional goals? Leadership development should be geared to promote
ways in which a "gruss roots" membership is actively committed to group goals which reflect the reality

of our time.

Are there alternative organizational pattems which AECT might initiate that would better serve and
perpetuate leadership development at local levels? For example, would not the expansion of local
"mico-units, " or chapters, of AECT provide additional status positions and responsibilities for greater
local involvement? Thus, avenues for more personal involvement on local issues as well as those at
higner levels would be opened.

Shculd leadership development for media professionals become more involved in political activities?
If s0, what should be the underlying philosophy to guide these actions, and what methods might be most
productive, yet congruous, with the guiding philosophy of the media profession?

Can we identify and define leadership behaviors that are somewhat unique or most highly desirable at
specific levels of operations or functions in the media field?

Leadership development for media professionals should deal specifically with how we can best fufill
our responsibilities of interpreting the media programs and goals to teachers, librarians, administrators,

ctc.

Discuss the different "types" of leaders and the behaviors, organizational structures, and social norms
which characterize cach type. Perhaps we can gain insight into factors contributing to the success of
cach type of leader which can be applied in the leadership roles of media professionals.
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Isn't it true that leadership inost oite:: esults from such factors as expert preparation for a task,
certain psychological traits or attitudes, excessive drive or motivation, intellectual capacity,
group goals and expectations, or some combination of these factors in a given time/space dimen-
sion? Or, is there some hierarchy of universal qualities of leadership needed by the media profes~
sional? If so, can these qualities or behaviors be expressed specifically? Or, should we think more
in terms of leadership development as a process? Is the development of leadership dependent on
nature? nurture? Some combination of both?

Concern should be given to an examination of factors in the organizational structure and leade:ship
role responsibilities in an effort to identify areas of conflict or causes of frustra*ion which tenc tc
retard progress of group functions. Also, what identifiable system of built~in rewards does the
organization hold for the price of leadership? Do those who lead find satisfaction or do they with-
draw in frustration? Ara the role expectations congruent witi; the individuals expectations?

21. CAROLYN SKIDMORE (West Virginia)

My concerns for AECT are:

I. The creation .ad implementation of an effective working communication model for the
development of leadership to be used by AECT.

I Tke development of leadership opportunities to function effectively within the organization.
I1. The creation of an organizational pattern that reflects equal representation of all types of
membership in positions of leadersnip, (examples of groups within membership, type of

employment, sex, age, minority groups), and

v, The development of leadership in media for creatirg and/or influencing a multi-ethnic
society.

Concerns for the media professional:

Those of us who are professionals in the media field realize the importance of the development of

leadership ability for the m:dia professional and the responsibility of not only growing curselves, but

also, assisting in the growtn of others. It is important for those attempting to attain a leadership role

achieve the ability to guide, conduct, direct and influence other professionals in the broad area of

education. This type of growth or leadership development should result in a positive. zoncrete

influence on every subje:t area of the curriculum--on the professional staff~~on the media professional

and on the student.

My concern is how to give assistance to a person so that when he or she is placed in a leadership role in
the media field, he or she (not in order of priority)--

1. is knowledgeable in media

2. is accepted as a professional and not a keeper of equipment and materials
3. is a change agent

4, is capablé of making decisions

5. is able to foster communication and cooperation between staff members
6. is able to give recognition and criticism when needed

7. is able to recognize and accept others' achievements

8. is able to delegate responsibilities

9, is able to achieve results, especially in group sessions
10. is able to be human and humble
11. is able to generate enthusiasm

12. is able to listen
113

111
O

ERIC

Aruitoxt provided by Eic:



(continued)

13, s ethicul

14. is a responsive and responsible person
15. is a sensitive person

16. is imaginative and ' novative

17. is positive in attitude and outlook

18. is able to stand behind his staff and his decisions.

Can a person be trained to be a leader with only that goal in mind? Are not leaders leading because
others have decided they can follow those particular individuals. Someone that is a leader to me in a
given situation may not be a leader to you in the same situation cr to either of us in a dif‘erent situation.

22.  PHILIP D. SMITH (South Carclina)

L
1.

1,

VL

VIL

VIIIL.

IX.

Can we identify the problems that presently exist in AECT?

What goals can we establi:h for our organization to accomplish at the national level and
through our affiliates and divisions?

For what purposes does AECT need to develop more leaders? at what levels? and why?
What are the roles and responsibilities necessary to carry out our goals and solve our problems?

How can we identify poterial leaders from among our membership or enlist in our organization
for these different areas? What criteria can be used?

How can those identified be motivated to work hard, to be excited, and to be actively involved
in order to strengthen and propel AECT forward?

What suggestions can we make for implementing a leaders!::: development program at all levels
within our organization and maximize the involvement of ci.: members at the "grass roots"?

Can our efforts at this year's conference result in a manual on leadership development that could
be »sed as a guide by our affiliates and divisions? Can we demonstrate how to get the job done?

Will an active leadership development program be initiated by our national staff and officers as
a result of this Okoboji Conference that will provide the catalyst and snapback our organization
needs at this time?

23. THERON SWANK (Missouri)

L.
I

III.

ERIC
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Definition of leaaership.

Defining the qualities and attributes of a leader.

A. Types of leaders and leadership needs.

B. Specification of leadership qualities and attributes.

C. Relationship of different types of leaders to specific types of leadership needs.

D. Basic techai.:m. . ' leadership development.

Leadership roles of an instru<ticnul technologist

A. Identification of the publics served by the instructional technologist.

B. Distinguishing qualities of these publics as related to leadership qualities and techmiques.

C. “riteria for assignment of priorities to the leadership needs of these publics.
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IV.  TImplementation »f th. ' . lership role of an instructional technologist.
A. Specification of the nceds of a selected audience.
B. Analysis of the dynamics of the selected audience.
C. Development of 3 model of a systematic approach to t' ¢ implementation of the
leadership role.
D. Implementation.
V. Professional preparation of instructional technologists as leaders.
A. Role of higher education academic programs.
B. Role of AECT und state affiliates.
C. Rolc of national, regional, and local leadership conferences and workshops.

24. GORDOM TUBBS (New Youk)

Ta develop leadership or to train a man to become a leader is a magnificent accomplisument. Some
of the world's greatest + -chers like Socrates and Plato have taken up this challenge and failed. Ina
legend about the training and management of men, 2 wise ruler counsels his son in these words:

. He who instills a sense of greatness in his people is tempering an instrument which will serve

him in tomorrow's nced.

. Impart less of the dry bones of kncwledge than a mode of thought enabling man to grasp

knowledge.

. You shall not fill men with hollow formulas, but with visions that open doors to creative

action.

. Teach the man respect for himself and others, for irony is the habit of the dolt. Ana what

can replace love?

. Teach the man to barter himself for something greater than himself, for otherwise he will

be warped.

. Do not base your strength on men's falsehoods and corruptions even though they seem to

benefit you, for he who betrays a fellow laborer will not be faithful to you. Fidelity alone
breeds the strong man.

. Teach love of perfection, for every work a man sets his hand to may lead to progress.

. You shall show how wonderful it is for men to work together~-each seconding each and

all-=for all must maintain the same boat in which they all sdil.

. And this above all==~do not change the miar. into an ant trained to the life of an ant hill,

The one thing needful for a man is to be--and to live and die in the fullness of his being.

Thus goes the legend--any one of the points has the potential to fill a workskop with discussion abcut
leadership in the educationtl media field.

I would like to add to thcm=~-no claim to wisdom=--only some years of experience in business. Most
business enterprises are vit1lly concerned with the leadership development of people~-executive develop-
ment, management dev. iopment and others. If they seem simple and obvious, it is the simple and
obvious that is most often ignored.

A,

B.

Development and traini  must be highly personal and individual, Every man is in
certain respects like ail other men--like some other men-~like no other man.

The obligations and responsibilities for development rests with the individual.
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C. There is no ideal personality. Do not seek men with certain "personality traits, " but
men who indicate or demonstrate an ability to do the work you want done.

D. Munagement is only one aspect of leadership. In many respects it is a separate and
distinct kind of work.

E.  Emphasize a man's development in the present assignment, rather than on a promotional
ladder.

F. Opportunity for development must be unrestricted.

G. Develop a man thrwugh his experience in his day~to-day work.

H. A prime instrument of development is decisior making.

I. The incumbent manager influences the devzlopment of the people under him.
J. Moral and spirituul values are important 1 development.

These points and those of our lege Jarykingtous” onlya few facets of an extremely complex problera.

Concern for them, however, ma* 1elp us as ake thought and action in onr specific area of leade -
ship for - educational meuia fi- '
2%, ! N, VIRDEN (Maryland)
I.  To whuat extent is the national organization actively involved in encouraging leadership role.

for the younger professional?

II. To what sxtent are graduate schools requiring course work and independent study v-hich wili
encourage innovative leadership rather than the safe following of common practices?

III.  To what exteni are worthwhile leadership practices being shared by members of the professicn
in similar job situations?

IV. To what extent have media professionals proven to the educational institutions that they have
a significant leadership role to play in the teaching/learning process?

V. To what extent is the profession attracting the kind of young media professionals who can evolve
into leadership roles?

VI, To what extent are the state affiliates of the national organization playing a leadership role in
their respective state educational establishments?

VII. To what extent is the national organization actively involved in publicising the leadership
activities of the individual members and the state affiliates?

VIII. To what extent is leadership ability a direct function of personality, regardless of educational
background; how can the potential leader be recognized early in his career and be encouraged
to develop his natural gifts?

26. DON WALKER (Virginia)

I. Do we have media leadership co ~mensurate with the capabilities of our "wares" to aid the
leamner?

[I. Do we have the stature or the image that attracts individual educators to us as their ally and
co-worker within the scheme of learning?

II.  Is our hicrarchial position on the organizational chart of the State Department of Education
or local educational unit commensurate with our ability to influence the learning climate?

IV.  As an organization {AECT) are we conducting an cffective promotional campaign aimed at
making educational administrators aware of our capabilities at the heart of the learning process?
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29.

ROBFRT WOHLFORD (< olorado)

In order to develop etfcctive leadership at the state, district and local levels, certain avenues for
utilizing available resoirces need to be explored and clarified.

1. What regional resources are available?
2. llow can astucture be developed to utilize regional coordinators?

How can regionul meetings be kept alive?

Wi

4. How can new and younger media people be identified, encouraged and utilized in the
state structure?

5. What are the most essential needs for an in-service training program?
6. How can effective methods for developing small district workshops be identified?

How can continuity be maintained within the tot.! organizational structure?

~1

GUNNAR HANDAL (Norway)

[ have read the introductory papers by Dr. Lawson with great interest.  However, as they are both

of a relatively general nature, I am looking forward to the work at the conference of adupting these
general views to "leadership in the media professica. " In advance I find this rather difficult as the
term "media profession" is not at all well defined in Norway. The development of educational
media has not come so far in my conntry that the professions connected to them have been formalized
to any cxtent yct. Nor do we have any organizations which are particular for the people working in
the educational media field. )

I 2m therefore interested in the relationship between the development of leadership in the profession
itse’f, and leadership within the organizaton of the professionals. With the Norwegian situation
described above I am naturally most interested in the first of these aspects.

Personally i sec the functional-lcadership approach as the most fruitful one. I see this as dependent
to a great extent of the individual's ability to discern and structure the groups objectives at any
specific time 2nd to adjust ones own objectives accordingly when this is perceived as worthwhile.

If one follows the functional approach to leadership, another interesting point comes forth. While
many »>ther approaches lead to the sclection and training of specific leaders who are supposed to take
teader;hip responsibility, the functional approach involves all group members as potential leaders in

a given situation. Leadership training will then necessarily involve all these members with the objec-
tive of training them to work together, accepting both to fill leadership functions and to let others
taking over leadership responsibility.

From what I have heard, as well as read from the paper on the "Okoboji Conference Process", this
conference seems to be a typicel example both of a functional leadership situation and of a training
process for this kind of leadership.

MILTON PATRIE (Kentucky)

1. T .e creation and implementation of an effective working communication model for the
cevelopment of leadership to be used by AECT.

II.  7The development of leadership opportunities to function effectively within the organization.
II. The creation of an organizational pattern that reflects equal representation of all types of
membership in positions of lecadership, (examples oi groups within membership, type of

employment, sex, age, minority groups), and

IV.  The development of leadership in media for creating and/or influencing a multi-ethnic
society.
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30, JOHN BULLARD (Iowa)

My concems are more about the profession than about the development of "leaders. ! How can we
develop leadership in a "profession' that hasn't yet been satisfactorily defined or named. The Domain

of Instructional Technology (DIT) is in reality the Domain of Instruction in a Technological Socicty

and is much too broad in scope. It is not possible to train a general practitioner (GP) in the DIT in a

3 or « year gradnate training program, therefore, the only GP/DIT is the seasoned educator who has

had time to develop some expertise in Management, Selection and Evaluation, Support/Supply, Research
and Theory, Design, Utilization and Utilization/Dissemination. How many of these are there?

It seems that if we claim the DIT, then we would be Instructional Technologists (ITs) and that implies
a1 generalist with all of the skills listed above. Or are all who possess any of the above skills ITs,
including the photographer, the librarian, the measurement specialist, etc. We have many leaders
associ:uted with our professional organization--are psychologists, equipment specialists, politicians
and classroom teachers all ITs?

Developing a leadership program without first developing a clear concepualization of the profession
we want leaders for is a waste. Perhaps AECT and this confesence should put all its resources to the
reatistic specification of the competency-based jobs, and escablish a meuns (such as examining boards)
t. monitor programs and certify personnel.

What the are minimum competencies of the generalist in IT? Must these competencies be met prior
to a being certified in IT-Research or an 1T-Support/Supply, etc. ?

If we can define these roles-=then perhaps we can determine what type of specialized leadership
training we shonld be considering. We will have a goal.

31. LIDA COCHRAN (lowa)

I was privilaged to read the responses to Francis Noel's request fc ¢ identification of acts of leadership
in our ficld over the past fifty years. Reading of leadership in the past made me feel proud--and
concerned: Proud of audiovisual technology's contribution to education and concerned that no one
mentioned any act of leadership contributing to strengthening DAVI/AECT as an wgnnization, except

to mention, "name-change " Is there a need to more clearly define the structure and procedures of
AECT so that: 1. Paths to leadership in AECT are clearly visible to would-be leaders, and 2 Activ-
v itics started in one year will be continued by officers and committees of the following years?

Is the welfare of its members a concern of a professional association's leadership? For example,
what should be the role of ABCT in certification of audiovisual technologists and establishing standards
for accreditation of schools and colleges.

Also, 1 am concerned that in focusing on leadership development we may neglect the need for excel-
tence at all levels of endeavor. Leaders and followers, we are all members of the * m, dependent
upon cach other. The most elaborate multi-media presentation is a dud without c.ports to run the
equipment. Can we seck perfection in the performance of all tasks at all levels, giving credit and
dignity to every job well done?

32. ROBERT JARECKE (California)

L. As in Lawson's paper, "How do you describe the phicnomenon called leadership?" I am con-
cerned that we must somehow define our terms. Can leadership be defined in terms of criteria?
Will that be enough?

.  What is meant by "Development”? What is the Media Professional?

IIL What procedures do we have and/or use to identify potential leaders?

IV. Do we too often operate empirically?

V. How sensitive are we (and how sensitive should we be) to the "Organization Man" and the
"Establishment” when we think of "Leadership”? I have the gnawing feeling that some "leaders"
are those who simply accede to the established pattems. Is this a problem?

Vi. What role does "personality' play in leadership?
P Y play P

VII.  Can "leadership" really be related to SIN?
Sensitivity
Initiative - Imagination
Nurture of the Individual
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33. ARTHUR M. SUCHESK (Cu.lifornia)

What is the value of leadership in our career field if it is not to inspire others to follow, to create,
and to have the courage to build on to the foundation laid by past and present leaders.

There are four major concerns in the area of leadership development that I offer for the delegates
consideration:

1. Leaders and upcoming leaders should be encouraged to take innovative, calculated
risks and not to be totally concerned with placating the establishment.

The activists in leadership should document what they are accomglishing or attempting
to accomplish in order to establish a valid bank of leadership insp'red expericnces.
This is in contrast with the documentation that usually comes from historians or good
writer types.

JR]

3. Leadership should be promoted by setting examples, sharing experiences, failures as well
as successes, and by actively and aggressively sponsoring potential l:aders upcoming from
the ranks.

4. A step structured leadership career development program should be designed and administered
by ABCT in order to inuure a continual flow through the years of "Experienced Leadership. "

S

CHARLES VAN HORN (Washington, D.C.)

The behavioral sciences are grounded in a belief that the needs and motivations of people are of
prime concern. Furthermore, therc is an acceptance of the value of the individual as a thinking,
feeling organism, and of the fact that without these considerations the organizations that do not
take this into account fall short of their purpcses as social entities.

There is optimism about the innate potential of man to be independent, creative, productive,

and capable of contributing peositively to the objectives of an organization. There is an assumption
that not only does man have these potentialities but, under the proper conditions, will actralize
them. These "proper conditions" are based on the application of the fundamental concept of the
dignity of the individual.

Satisfactory working conditions, adequate compensation, and the necessary resources for the
accomplishment of the task are viewed as only a small part of the requirements for a motivational
climate, Of greater importance are the creation of an atmosphere of effective leadership, the
opportunity for the realization of personal goals, congenial relations with others at the place of
work, and a sense of accomplishment ~ In other words the aim is to change the psychological
environment in terirs of man's personal needs.

Building upon research which demonstrates that groups do exist as social units within an organization,
the current emphasis should be on the effective use of group effort and interaction. Especially in
the realm of leader-members relations, the group theory of organization stresses the effectiveness

of cohesive groups in carrying out mutually agreed upon objectives. Research has shown that group
norms may take precedence over leader directives unless the group has the utmost respect and con-
fidence for the leader.

There is a realization that a larger organization, such as AECT, is in fact, a collection of over-
lapping formal and informal groups. Effective leadership should be equated with optimal use and
cooperation with these groups.

Aim for participation: Research has shown repeatedly that individuals are more deeply committed
to a course of action if they have had a voice in planning it. There has been a growing realization
that the most effective means of gaining commitment and involvement is to obtain the participation
of personnel in reaching decisions that effect them,

Participation in this sense is not the brand of "consultative leadership" often identified with the
human relations movement, under which a leader, who has already decided upon a course of action,
asks the opinions of personne! merely to give them a sense of participation. The use of participation
implies that the leader really wants the opinion of the members and that he is willing to be influenced
by their feelings and ideas.
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The "sovial system" of an organization is viewed as an enlarged version of a man. Tnc organization
is believed to have, on a large scale, all the quatities of an’ dividual, including beliefs, mode of

hehaving, objectives, personality and motivations. It has ourputs, inputs, interaction and responses.
This theors assumes that ott behavior is goal seeking, in individuals and in organizations. Improve-
ment of the systenr, therefore, is aimned at increasing its effectiveness, as a totality, in order that it

may reach its goals.

Beciause of the overlapping, reinforcing, ana interrelated nature of the systems components, develop-
ment or improvement of the organizatio is geared to improve all parts of the system.

“ this writer, dealing with isol1ted factors in organization improvament results in minimal pay off.

sroexample:

o New equipment and materials are of little value unless staff are trained to operate and
use them cifectively.

o Open communication is dependent upon trist among people.

Individual objectives cannot be meshed with organizationul objectives unless the
organizational objectives are clearly defined and communicated.

.
=

o An atmosphere of candor and interpersonal authenticity can be disastrons unless there
iv aenerally a condition of mental health among the members.

o Asking the participation on the part of the members is pointless unless they are com-
mitted to the objectives being sought.

Organizatios as dynamic entities are characterized by pervasive change. The management of change
is seen as the 2al job of the leader. Managing change takes two forms (1) acclimating the members
to externally und internally created change, and (2) building an atmosphere in which change is not
only welcomed but created by the members.

The "on-going process" is seen as a self-perpetuating, ever-involving phenomenon. As an organi-
sation reaches one plateau of effectiveness, and as societal and internal changes are introduced and
assimmilated, new goals are established. Working toward these goals is vicwed as aun on-going process

of actualizing the organization's potential.
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Appendix B
SIMMARTZED RESPFONSES TO QUESTIONNATRE '

About eight weeks prior to the 18th Okoboji Conferunce delegates were given
the optio of either writing the custeomarv "concerns' or responding to a question-
niire Jeveloped by James R, Lawson,

Since the responses included nunerous duplications of idw=as, the delegates
veted to include a surmarization of their responses in this appendix. The
questions are listed in the order of importance as rated by the delegates. It
Is interesting to note the differing, -ad sometimes opposing, points of view.

1. VWhat would sou rdentify to be the crucial dimensions of leadership behavior?
List in the order of their pewerfulness thoge broad, universal clements or
properties that vou believe underlie leadership behavier. Those answers
should be based on vour backgronund, experience, beliefs, and points of view;
a search of vour mind and sou! and not a search of the literature,

a. Reepect jor end faith in others - Huwmaneness
el confidence - lotermination - rovards - group recogniiion

o
by, reers

e. Sensitivity to needs of group

d. Physical arrearance as accepted by aroup
2. Intelligence, foresi:ht, uuobzlth

Fo Internal drive, motivaticr, [lexibility

th and t%rougn others
e purpeses and probleng in Zzght o} your professtoral jot
aid asscetational needs -nd goals

d. Translate purposes i{nto a plan to "get there", working with
*o’reaaups, Uumetzﬁeu pushing, always leading
e. Chonge and erbrace new ideas
£ o communieate
2. What leadership role should AECT memberes play ir. education and society over
the next ten years?

AECT mer! eps should:

a. Be noted for their inmmovativeness, creativity, and concern for
rumane education.

b, Guide education toward the positive use of tect ~Togy to individ-
ualize and personalize instruction.

2.  Ze leaders irn "alternative"” movements, external ees, commn-

1ty resource centers, and c¢itizen tnformation sworks, show-

ing our concern for learning.

as eoncerned with goals as with mears, scrutinizing our own

products and processes for undesirable as well as desirable

outevmas.
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(Summary of responses continued)

c.  Bring coetety and education closer tojeiner, esist in defining
societal goals, and ticw crpport (hen,

f Work more closely with classrcom veachers, librarians, and
administrators to ‘arilitale thne cequisition, processing,
distribution, utilizat-on ard servicing of Tnstructional
materials arvid equipment.

ship in the affiliate associations, regioral, county, and city
groups.

n.  Apply communication skills which have been rescarched with respons-
ible resu.ts in education; be more conservative with innovative
claims.

I, Apply thelr exrcrtise in defining, clarifying and <mproving corm-
munieation < many different types of organizations in society
--including yovernmental, professional social typec.

3. What leadership role should AECT, as an organization, play in the greater
society over the next ten years?

AECT snould:

a. Internally, set up terminal cbjectives to be achieved by AECT in
ten years and develop profession criteria for members of
various groups.

b. Externally, research nceds of soc’ ' .5 AECT can meet them.

c. Apply its efforts to the study of e in our society, taking
an active interest in how studex -~ pn; instead of putting
emphasis on professionalism, asscc'ucions, ete., make an all-
out effort to study specific areas of learning.

. Make a complete disclocure to the membership of the problems
being faced by the organization.  Design an organizational
framevork which will allow membership response ai. /or partici-
pation.

e. Broaden our organizational contocts with the field--see what can
and should be done to get competing groups in touch--direct
their energies and expertise toward goals many organizations
can accept and suppor:.

f. Continually evaluate and upgrade their leadership training pro-
grams, establish better cormunications between society as a
whole und the educational segments of soctety, and promote
benefieial legislation for education.

g. Be involved in the iearning society which will play a major factor
'i: the future of the health, education, and welfare of the
general populous of this country--not just schcol zducation.

h. Play a greater role in society by accomplishing its direct level(s)
of responsibility to its constituents. Our leade:iship role in
society is dependent upon our cohesiverness, rapport, as a pro-
fessional Educational Communications and Technological Organi-
zaiion and our success in solving communication problems which
are involved in the educational process.

i. Take a stand on relevant social issues, especially those pertain-
ing to communication and technology (the misuse of information
by schools, the relation of work, education and leisure, and
development of technologies in education to promote individual's
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(Summary of responses continued)

sense of potency, of control over his own destiny)--Monitor
its own technologies, taking responsibility for goals ae well
as meang and unintended as well as intended outcomes.

J. Work toward the continued development and advancement of the media
profession among the other professions of soctety, developing
fully a strong voice in the scheme of society and its sub-level,
education.

k. Increase its involvement in, and support for, life-long learning,
from education for very young children, public school educa-
tion, college and vocational education, to continuing educa-
tion for adults.

Work closely with affiliates.

Encourage and support research in the behavioral and physical
usage of the mass media. ...Help society learm to cope with
mass media - to interpret and to evaluate.

n. Promote communicat-on and understanding between divisions and

develop the cross-talk for ~ooperative working relationships
with all specialized area..

I o~

4. Where should AEL: put its emphasis in implementing a leadership development
program? «Keep In mind there are two mair classifications of leadership:
(1) functions to achieve group goals, and (2) leadership functions to main-
tain and strengthen the group itself.

AFECT should:

a. Encourage the development of leaders with a futures orientation,
who insist our role must be ref-rm in education, not merely
technologizing the status quo.

b. Listen to past leadership in research and experience which
strengthened the field in the earlier stages of development.
Leadership functions of AECT must maintain and strengthen the
group who support it financially (the dues paying members)
and leadership in achievement of group goals must be a total
more than a focal outlook.

e. Define the field--as represented in its membership categories;
elarify professional goals of practitioners of many different
types who belong to AECT; define elements of professional
behavior; develop professional preparation programs suited to
provide identified competencties.

d. Develop programs that cover from grass roots levels on up, pro-
grams so designed and structured as to increase the depth and
breadth of increasing numbers of potential leaders.

e. Emphasize the development of leadership among the younger members
of the organtization and tne graduate students, who are spe-
etalizing in media.

f+ Place emphasis at the state and local levels with conferences for
the development of lcadership, funded and staffed by AECT.

g. Emphasize in a leadership development program, the leadership
funetions which allow the achievement of group goals and not
those that necessarily perpetuate the association.

h. Implement the leadership development program at state affiliate
level, providing conscious understanding and practice under
supervision with performance appraisals.
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(Summary of responses continued)
One delegate wrote:
This question puts the cart before the horse in many ways. Particu-
larly since many AECT members are questioning AECT goals (what

are they? are they worthwhile?) Only when there is a common
understanding of goals can this question be answered.

5. How would you define the powerful and crucial dimensions you have identified
in operational terms?

Ability to:

Q

Recognize existing problems and accurately interpret their causes.
(Problem Sensitivity).

Generate a variety of potential solutions.(Idea Fluency)

Discover or create "original" solutions. (Originality)

Be open to a wide variety of solutions. (Flexibility)

Demonstrate determination, persistence, and self-confidence.
(Drive)

Analyze complex problems and synthesize solutions. (Insight)

Organize, initiate, and complete projects.

Seek opportunities for leadership.

Motivate co-workers.

Seek realistic goals. (Realism)

Make decisions.

Work under pressure.

Recognize differences and needs of co-workers. (Humanism)

® Q00

S

6. What criteria should be established to identify emergent leadership?
Evidence of:

Scholarship and intelligence.

Credibility.

Salesmanship, including communication skills.
Self-confidence.

Past leadership at local and state levels.
Desire to perform at national level.
Willingness to listen to group needs.
Ability to delegate responsibility.
Sensitivity to societal needs.

Ability to define and use objectives.
Humanism.

Ability to organize, conceptualize, analyze, synthesize.
Ability to motivate co-workers.
Responsibleness.

Openness.

Insight.

Future sightedness.

Energy and enthusiasm.

'.S-.Q".U PF.SPNQ.S-E‘CQ%N QO QR

7. What criteria should be established to determine which skills, knowledges,
and attitudes are to be developed in emergent leaders? In leaders already

identified, selected or appointed?
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(Summary of responses continued)

Ability to:

a. Make philosophical and theoretical contributions to the profession.

b. Recognize and understand present and future needs of the profes-
ston and of the field of education as a whole.

e. Interpret and communicate the present and future goals of AECT.

d. Conceptualize and classify leadership roles, situations, types.

e. Identify to provide .eadership for the group rather than accom-
plish personal gain.

8. Wrat skills, knowledge, and attitudes do you perceive leaders must have to
achieve the goals of the association?

Ability (skills) to:

a. Communicate organizational goals.

b. Organize.

e. Work with people.

d. Take appropriate risks.

e. Convince and motivate others.

f. Demonstrate patience, humor, objiectivity, enthusiasm,
sincerity, modesty. .

g. Delegate responsibility to othe 3, and accept the actions of
the delegates.

h. Analyze and synthesize complex problems.

Knowledge of:

The media field.

Group dynamics.

Research methods.

Learning theory.

Teaching methods.

Technology.

Relevant legislative action.
Educational altermatives.
Curricular innovations and trends.
Significant people in the field and their contribution.
Politiecal processes.

XD Q0 Q00

Evidence of appropriate attitudes toward:

Group opinion.

Individual differences.

Ideas of others.

The future.

Technology and human values.
Potential contributions of technology.
Self.

The profession and those in <it.

FOTHO AL A

9. What skills, knowledge, and attitudes do you perceive leaders must have to
maintain and strengthen the Association?
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(Summary of responses continued)

Ability (skills) to:

Q

Q0 8,0 v

Objectively evaluate the organization's goals and its success
in accomplishing them.

Make corrective adjustments when necessary.

Work with and influence others.

Organize.

Be persistent and dependable.

Be creative and ambitious.

Communicate, formally and informally, verbally and non-verbally.

Knowledge of':

SO RS &R

Entire field.

Association goals.

Organization of the association.
Key people in the association.
Worth of the association.

Needs of members.

Group dynamics.

Evidence of appropriate attitudes toward:

o Q

Q

PRI

The democratic process.

Willingness to work.

The contributions of the profession and the assoctation to
soctety. -

Growth of the association as vital to the profession.

The future of the individuals in the professton.

Personal future aspirations.

AARAAARAA AR AL AR
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